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( i i ) 
SUMMARY 
T h i s r e s e a r c h was c o n d u c t e d d u r i n g a p e r i o d o f r a p i d 
change w i t h i n m a r i n e t e c h n o l o g y anci w i t h i n s o c i e t y 
a s h o r e . The s h i p s used f o r the f i e l d work were r e l a t i v e l y 
h i g h l y m e c h a n i z e d and s p e c i a l i z e d . Two were owned by a 
l a r g e , o l d t a n k e r company w h i c h had a s t a b l e l a b o u r f o r c e 
w h i l e t h e r e m a i n i n g two were owned by a s m a l l a nd v e r y 
young company e m p l o y i n g l i i g h l y m o b i l e o f f i c e r s r e c r u i t e d 
from o t h e r s i t i p p i n g c o m p anies. The f o c u s of the r e s e a r c l i 
l a y w i t h i n the o f f i c e r g r o u p s , t h e i r r e la'oi on sh i p s w i t h 
e a c h o t h e r and w i t h t h e i r managers a s i i o r e . A t t e n t i o n was 
p a i d to the manner i n w h i c h both o f f i c e r s and s h o r e 
managers were c o p i n g w i t h t e c h n o l o g i c a l change and to 
the d e g r e e of c o n f l i c t e x p e r i e n c e d by i n d i v i d u a l s when 
co m p a r i n g t h e i r work and l i f e a b o a r d s h i p w i t h t h a t of 
t h e i I" c o n t e m p o r a r i e s a s h o r e . 
The r e s e a r c h r e p o r t t a k e s i t s p l a c e i n the l i t e r a t u r e o f 
open s y s t e m s ^ ( a f t e r Emery e t a l ) ; i t e x t e n d s o u r knowledge 
of o r g a n i z a t i o n a l a n a l y s i s by d r a w i n g a t t e n t i o n to the 
i m p o r t a n c e of h i s t o r i c a l d e v e l o p m e n t a t c o r p o r a t e and 
i n d i v i d u a l l e v e l s ; and i t g i v e s an a d d i t i o n a l p i e c e of 
ki'.owledge on t h e n a t u r e of r u l e s w i t h i n b u r e a u c r a c i e s . 
The r e s u l t s sliow t h a t the s h i p p i n g company may be 
c o n c e p t u a l i z e d a s an open e c o n o m i C " S o c i . o - t e c h n i c a l s y s t e m 
the prime e x p o r t s of w h i c h , f o r c o n t i n u e d s u r v i v a l , must 
be r e p u t a t i o n to i t s s o u r c e s of f i n a n c e , t o i t s c u s t o m e r s 
and to the p a r t s of s o c i e t y from w h i c h p e o p l e a r e r e c r u i t e d . 
J o i n t o p t i m i z a t i o n of the o v e r a l l s y s t e m i s a c h i e v e d when 
c o n d i t i o n s a r e s u c h t h a t the s e n i o r o f f i c e r s may d e r i v e 
r e w a r d s or s a t i s f a c t i o n s out of p e r f o r m i n g a t s u p e r b l e v e l s 
a s movement-maximisers ( o r c o s t - m i n i m i s e r s ) . The r e s u l t s 
f u r t h e r show t h a t , w i t h i n s h i p p i n g c o m p a n i e s , r u l e s a r e 
e x p e r i e n c e d a s s u p p o r t i v e and t h a t , among o l d e r o f f i c e r s , 
t h e o c c u p a t i o n a l l y m o b i l e a r e f a r more r e s i s t a n t to change 
than t h o s e who spend a l l t h e i r w o r k i n g l i v e s w i t h i n one 
s h i p p i n g companyo 
( i i - O 
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- 1 CHAPTER 1 : 
MERCHANT SHIPPING - A RAPIDLY CHANGING INDUSTRY 
Merchant s h i p p i n g i s i m p o r t a n t f o r , d i r e c t l y o r i n d i r e c t l y , 
n e a r l y e v e r y p e r s o n on t h i s g l o b e i s p a r t i a l l y d e p e n d e n t 
upon s h i p p i n g f o r h i s f o o d , warmth o r c o m f o r t . T h u s , a l o n g 
w i t h the growth of w o r l d p o p u l a t i o n , i n d u s t r i a l d e v e l o p m e n t 
and i n c r e a s e d c o n s u m p t i o n of e n e r g y h a s come an i n c r e a s e i n 
i n t e r n a t i o n a l s e a b o r n e t r a d e w i t h a c o n c o m i t a n t i n c r e a s e d 
demand f o r the s e r v i c e s of m e r c h a n t s h i p s . 
I n c r e a s e d demand f o r s h i p p i n g s e r v i c e s may be met i n a 
number of d i f f e r e n t ways - by i n c r e a s i n g the a b s o l u t e number 
of s h i p s ; by b u i l d i n g b i g g e r s h i p s ; by o p e r a t i n g f a s t e r 
s h i p s ; and/or by i n c r e a s i n g t h e a n n u a l c a r r y i n g c a p a c i t y of 
i n d i v i d u a l s h i p s by r e d u c i n g the time s p e n t i n p o r t . T h i s 
s t u d y f o c u s e s on the l a s t method; t h a t i s , on t h e way i n 
w h i c h the o r g a n i z a t i o n and members of the o r g a n i z a t i o n a r e 
a f f e c t e d when improvements i n a n n u a l c a r r y i n g c a p a c i t y a r e 
e f f e c t e d by t h e d e s i g n of more s p e c i a l i z e d and more 
m e c h a n i z e d s h i p s . 
The g r o w t h s i n s e a b o r n e t r a d e and w o r l d s h i p p i n g a r e shown 
i n T a b l e l . l , and i n Diagram l . l . P a r t i c u l a r a t t e n t i o n i s 
drawn to the r a t e of growth s i n c e a b o u t 1955, 
T a b l e 1 , 1 : Growth i n w o r l d s e a borne t r a d e and w o r l d s h i p p i n g 
A n n u a l w o r l d s e a b o r n e t r a d e W o r l d m e r c h a n t s h i p p i n g 
( M i l l i o n m e t r i c t o n s ) ( M i l l i o n g r o s s t o n s ) 
DRY CARGO O I L TOTAL TOTAL 
1 850 50 — 50 7 
1900 1 80 - l a o 18 
1950 300 225 525 84 
1 960 540 540 1080 1 50 
1 965 770 870 1 640 1 60 
1970 1 140 1430 2570 22 7 
1972 1 340 1440 2 780 268 
S o u r c e s : B e f o r e 1950 v a r i o u s 
1950 1970 UN S t a t i s t i c s 
1972 F e a r n l e y & 
E g e r s ; O s l o . 
L l o y d s R e g i s t e r of 
S h i p p i n g ; London. 
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bo c •H a Q. 
I n 1850, a l l c a r g o s h i p s were g e n e r a l p u r p o s e c a r g o 
c a r r i e r s . T h e r e were no s p e c i a l t y p e s of s h i p s f o r , a p a r t 
from r e l a t i v e l y s m a l l d i f f e r e n c e s i n s i z e , t h e r e were no 
f e a t u r e s w h i c h d i s t i n g u i s h e d one s h i p from a n o t h e r ; e a c h 
c o u l d e n t e r a l m o s t any p o r t i n t h e w o r l d and c o u l d be 
employed on any t r a d e . T h i s meant t h a t the e a r l y s h i p o w n e r s 
were n e v e r h a u n t e d by f e a r s of t h e i r s h i p s becoming 
c o m m e r c i a l l y r e d u n d a n t f o r , i f t r a d e f e l l on one r o u t e , 
they s i m p l y s w i t c h e d t h e i r s h i p s to a n o t h e r r o u t e . The 
c a r g o e s c a r r i e d were c o n t a i n e d i n b o x e s , b a l e s o r bags 
which were l o a d e d , stowed and d i s c h a r g e d by hand; l i q u i d 
c a r g o e s were c o n t a i n e d i n b a r r e l s w h i c h were h a n d l e d i n 
p r e c i s e l y t h e same way a s p a r c e l s of d r y c a r g O o 
Between 1850 and 1900 s t e a m s h i p s were i n t r o d u c e d b u t , 
n e v e r t h e l e s s , a l l c a r g o s h i p s r e m a i n e d a s g e n e r a l - p u r p o s e , 
u n s p e c i a l i z e d c a r g o c a r r i e r s a b l e to go anywhere and c a r r y 
any c a r g o o f f e r e d . However, as m a r i n e e n g i n e e r s g a i n e d 
g r e a t e r e x p e r i e n c e i n the o p e r a t i o n of s h i p s * e n g i n e s , 
s h i p o w n e r s were a b l e to o f f e r s c h e d u l e d s e r v i c e s to t h e i r 
c u s t o m e r s and t h e f i r s t s i g n s of s p e c i a l i z a t i o n a p p e a r e d 
on the s h i p p i n g s c e n e - " l i n e r s " became d i s t i n g u i s h a b l e 
from " t r a m p s " . 
*Note: F o r g l o s s a r y of s h i p p i n g t e r m s s e e A p p e n d i x A 
A l t h o u g h the f i r s t o i l c a r g o e s were c a r r i e d i n b a r r e l s , 
i t was not l o n g b e f o r e s h i p s were s p e c i a l l y d e s i g n e d f o r 
the c a r r i a g e of o i l i n b u l k and, by 1910, t h e t a n k e r had 
emerged a s a s p e c i a l t y p e of s h i p . By t h e i r v e r y d e s i g n , 
t h e s e t a n k e r s were u n a b l e to c a r r y a n y t h i n g but l i q u i d 
c a r g o e s and, owing to t h e i r need f o r s h o r e p i p e l i n e s and 
t a n k s , c o u l d t r a d e o n l y between p o r t s h a v i n g t h e r e q u i s i t e 
f a c i l i t i e s . F e a r i n g c o m m e r c i a l r e d u n d a n c y of s u c h h i g h l y 
s p e c i a l i s e d s h i p s , t r a d i t i o n a l s h i p o w n e r s o f the day w e r e 
l o t h to b u i l d and o p e r a t e t a n k e r s ; t h i s f o r c e d t h e m a j o r 
o i l c o mpanies i n t o h a v i n g to b u i l d and o p e r a t e t h e i r own 
t a n k e r f l e e t s - an a c t i o n w h i c h has had c o n s i d e r a b l e i m p a c t 
on w o r l d s h i p p i n g and s e a f a r i n g e v e r s i n c e . 
E q u a l l y s i g n i f i c a n t a s the s p e c i a l i z a t i o n of t h e s e t a n k e r s 
was the t o t a l m e c h a n i z a t i o n of t h e i r c a r g o - h a n d l i n g methods. 
At t h a t t i m e , d r y c a r g o s h i p s d i d have steam w i n c h e s and 
d e r r i c k s f o r l i f t i n g c a r g o b u t , n e v e r t h e l e s s , e a c h s h i p 
had to employ up to 100 s t e v e d o r e s i n e a c h p o r t to stow 
and unstow h e r c a r g o ; t h e t a n k e r was a b l e to l o a d and 
d i s c h a r g e h e r whole c a r g o by m e c h a n i c a l means ( i o C . by 
pumps and p i p e l i n e s ) . T h i s meant t h a t , f o r ' e q u i v a l e n t 
tonnage of c a r g o , t h e t a n k e r s p e n t v e r y much l e s s time i n 
p o r t than d i d the c a r g o s h i p . T a n k e r s became u n p o p u l a r s h i p s 
among seamen owing to the i n a b i l i t y of t a n k e r c r e w s to g e t 
a s h o r e f o r r e l a x a t i o n a n a , to c o u n t e r t h i s u n p o p u l a r i t y , 
t a n k e r owners g e n e r a l l y o f f e r e d more a t t r a c t i v e wages and 
c o n d i t i o n s of s e r v i c e than the dry c a r g o o wners. 
The r e were some s l i g h t m o d i f i c a t i o n s made to c a r g o l i n e r s 
- e s p e c i a l l y i n t h e i r r e f r i g e r a t e d c a p a b i l i t i e s - but i t 
can be c l a i m e d t h a t m e r c h a n t s h i p s r e m a i n e d a l m o s t u n c h a n g e d 
f o r 40 or 50 y e a r s ; t h a t i s , fro.m 1910 to a b o u t 1955 , t h e 
w o r l d merchant s h i p p i n g f l e e t was composed of c a r g o l i n e r s , 
tramps and t a n k e r s . Of c o u r s e , p a s s e n g e r l i n e r s e x i s t e d 
t h r o u g h o u t t h i s p e r i o d but s u c h s h i p s were e x c l u d e d from 
t h i s s t u d y . 
S i n c e about 1955, however, t h e r e h a s been an e x p l o s i v e 
i n c r e a s e i n the number of d i f f e r e n t t y p e s of s h i p s . A l t h o u g h 
many g e n e r a l - p u r p o s e t r a m p s s t i l l e x i s t , t h e s e t y p e s of 
s h i p s c o u l d not meet t h e w o r l d demand f o r the s e a b o r n e 
t r a n s p o r t of o r e , b a u x i t e , f e r t i l i s e r s and c o a l and, t h u s , 
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the b u l k - c a r r i e r emerged a s a s p e c i a l i z e d t y p e of tramp 
i n w h i c h a l l c a r g o e s a r e c a r r i e d i n b u l k , l o a d e d and 
d i s c h a r g e d by m e c h a n i c a l c o n v e y o r s and g r a b s . T h e s e e a r l y 
b u l k - c a r r i e r s , i n t u r n , have e v o l v e d i n t o s p e c i a l i z e d 
b u l k - c a r r i e r s ; f o r e x a m p l e , t i m b e r - c a r r i e r s , o r e — c a r r i e r s 
and c a r - c a r r i e r s . The e a r l y g e n e r a l - p u r p o s e t a n k e r s , a b l e 
to c a r r y any grad e of o i l anywhere, have been s u p e r s e d e d by. 
the more s p e c i a l i z e d V e r y L a r g e Crude C a r r i e r s ( V L C C * s ) , 
c h e m i c a l c a r r i e r s , g a s c a r r i e r s (LNG.'s) and p r o d u c t s 
t a n k e r s . The e a r l y c a r g o - l i n e r s have been r e p l a c e d by 
c o n t a i n e r s h i p s , barge c a r r i e r s and p a l l e t - s h i p s . 
I n a l l c a s e s the t r e n d h a s been t o w a r d s g r e a t e r s p e c i a l i z a t i o n 
of t h e s h i p - t y p e ana t o w a r d s g r e a t e r m e c h a n i z a t i o n of i t s 
c a r g o - h a n d l i n g f a c i l i t y . S u p p o r t i n g e v i d e n c e was o b t a i n e d 
from the s t a t i s t i c a l r e c o r d s of L l o y d ' s R e g i s t e r of 
S h i p p i n g from 1890 to 1972. U n f o r t u n a t e l y , r e c o r d s have 
not been k e p t of the d a t e s when the f i r s t s h i p o f e a c h new 
type was l a u n c h e d b u t t h e p r i n c i p a l ( p u b l i s h e d ) and 
s u p p l e m e n t a r y ( u n p u b l i s h e d ) a n n u a l r e t u r n s c l e a r l y i n d i c a t e 
when s u f f i c i e n t v e s s e l s of a new s h i p - t y p e . a r e i n s e r v i c e 
to w a r r a n t a s e p a r a t e c l a s s i f i c a t i o n . As c a n be s e e n i n 
T a b l e 1.2, the number of d i s t i n g u i s h a b l e s h i p - t y p e s has 
grown from t h r e e ( i n 1922) to t w e n t y - t h r e e ( i n 1 9 7 2 ) . 
The s u r g e t o w a r d s s p e c i a l i z a t i o n and m e b h a n i z a t i o n i n s h i p p i n g 
has been made p o s s i b l e by i n c r e a s e d t e c h n i c a l knowledge but 
was p r o b a b l y c a u s e d by economic f o r c e s . 
The c u s t o m e r e n v i r o n m e n t h a s changedo Where, y e a r s ago, the 
c u s t o m e r s were i n d i v i d u a l s or s m a l l f i r m s who w a n t e d to s h i p 
sm.all p a r c e l s of raw m a t e r i a l s or m a n u f a c t u r e d goods t h e r e 
a r e now l a r g e b u s i n e s s e n t e r p r i s e s and c o n g l o m e r a t e s 
r e q u i r i n g raw m a t e r i a l s i n l a r g e q u a n t i t i e s and a b l e to 
s h i p m a n u f a c t u r e d goods by the c o n t a i n e r - or s h i p - l o a d . 
S h i p o w n e r s , t o o , have r e c o g n i s e d t h e economic b e n e f i t s o f 
s c a l e and, w h e r e v e r w a r r a n t e d by t h e s i z e of t h e t r a d e , t h e y 
p r e f e r to b u i l d and o p e r a t e l a r g e r r a t h e r t h a n s m a l l e r s h i p s . 
T h e r e a r e no t h e o r e t i c a l r e a s o n s why the c u r r e n t a n n u a l 
s e a b o r n e t r a d e of t h e w o r l d s h o u l d n o t be c a r r i e d i n 
c o n v e n t i o n a l c a r g o — l i n e r s , i n s m a l l t r a m p s and i n g e n e r a l 
purpose t a n k e r s - e x c e p t t h a t t h e u s e of s u c h s h i p s would 
T a b l e 1.2: C l a s s i f i c a t i o n of s h i p - t y p e s i n L l o y d ' s R e g i s t e r Annual R e t u r n s 
1890 1922 1 952 1965 1 968 1972 
"Merchant T a n k e r s Tan k e r s T a n k e r s O i l t a n k e r s O i l t a n k e r s 
„ s t e a m e r s " Non-tankers N o n - t a n k e r s G e n e r a l Cargo Ore & Bulk L i q u i f i e d gas c a r r i e r s 
Merchiant F i s h i n g F i s h i n g Pa s s e n g e r G e n e r a l Cargo C h e m i c a l t a n k e r s 
s a i l " F i s h i n g Pas senger Mi s e e l I a n e c u s t a n k e r s 
F i s h i n g B u l k / O i l c a r r i e r s 
Ore & Bulk c a r r i e r s 
G e n e r a l Cargo s h i p s 
M i s c . c a r g o s h i p s 
C o n t a i n e r s h i p s 
L i g h t e r c a r r i e r s 
V e h i c l e c a r r i e r s 
L i v e s toek c a r r i e r s 
F i s h F a c t o r i e s 
( F i s h F a c t o ) '(Gas c a r r i e r s ) (Gas c a r r i e r s ) F i s h i n g 
( F e r r i e s ) (Ore St B u l k ) ( C h e m i c a l t a n k e r s ) P a s s e n g e r l i n e r s 
( T e n d e r s ) K F i s h F a c t , ) ( M i s c . t a n k e r s ) F e r r i e s 
( T u g s ) ( F e r r i e s ) ( L i v e s t o c k ) Supply s h i p s & t e n d e r s 
( C a b l e ) ( T e n d e r s ) ( F i s h f a c t o r i e s ) Tugs 
I ( R e s e a r c h ) '(Tugs) ( F e r r i e s ) Dredgers 
( C a b l e s h i p s ) ( S u p p l y s h i p s & C a b l e s h i p s 
( I c e b r e a k e r s ) t e n d e r s ) I c e b r e a k e r s 
1 ( R e s e a r c h ) ( T u g s ) ^^esearch s h i p s 
1 I ( C a b l e s h i p s ) M i s c e l l a n e o u s 




( R e s e a r c h ) (Cement c a r r i e r s ) 
I 
N o t e : U n b r a c k e t e d names a r e t h e p r i n c i p a l s h i p - t y p e s a p p e a r i n g i n t h e Annual R e t u r n s , 
B r a c k e t e d names a r e the s h i p - t y p e s r e c o r d e d i n the u n p u b l i s h e d s u p p l e m e n t a r y r e t u r n s 
g e n e r a l , the s u p p l e m e n t a r y r e c o r d s a r e kept of newly emerging s h i p - t y p e s and once 
s u f f i c i e n t numbers of s h i p s of the new type a r e i n s e r v i c e , such type a p p e a r s as a 
p r i n c i p a l s h i p - t y p e . 
i n 
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r e q u i r e a t w e n t y - f o l d i n c r e a s e i n t h e number of t a n k e r s 
a f l o a t today ( w i t h a c o n s e q u e n t i n c r e a s e d r i s k of o i l 
p o l l u t i o n t h r o u g h c o l l i s i o n ) and about a f o u r t e e n — f o l d 
i n c r e a s e i n the c o s t of s e a t r a n s p o r t to a l l c u s t o m e r s . 
S h i p s e a r n money by c a r r y i n g c a r g o from one p l a c e to a n o t h e r ; 
they do not e a r n money w h i l e l y i n g i n p o r t . Thus t h e o v e r a l l 
t r e n d i n s h i p p i n g i s t o w a r d s r e d u c i n g p o r t t i m e by s p e e d i n g 
up c a r g o - h a n d l i n g methods - and t h i s i s a c h i e v e d by i n t e g r a t i n g 
s p e c i a l i z e d s h i p s w i t h s p e c i a l i z e d p o r t f a c i l i t i e s by means 
of m e c h a n i z e d c a r g o - h a n d l i n g methods. T h i s t r e n d may be 
i l l u s r . r a t e d d i a g r a m a t i c a l l y a s i n Diagram l o 2 . 
W i t h i n t h e s h i p p i n g i n d u s t r y , ' s p e c i a l i z a t i o n ' i s t a k e n to 
i n c l u d e both the s h i p ' s c a r g o - c a r r y i n g f a c i l i t y and t h e 
l i m i t a t i o n on the p o r t s she may u s e . '^hus a s h i p c o n s t r u c t e d 
to c a r r y o n l y one type o f c a r g o ( e . g . l i q u i f i e d n a t u r a l g a s ) 
i s ^ s p e c i a l i z e d ' j u s t a s i s a n o t h e r s h i p d e s i g n e d to o p e r a t e 
between two s p e c i f i c p o r t s ( e . g . a R o l l - o n / R o l l - o f f f e r r y 
d e s i g n e d f o r , s a y , the Southampton-Le Havre r o u t e ) . Mechan-
i z a t i o n e m b races both the p r o p u l s i o n m a c h i n e r y and the 
c a r g o - h a n d l i n g methods b u t , f o r p u r p o s e s of D i a g r a m 1.2., o n l y 
the l a t t e r meaning i s u s e d . 
Diagram 1 o 2. i l l u s t r a t e s the o v e r a l l t e c h n i c a l c h a n g e s i n 
c a r g o s h i p s from 1900 u n t i l the d a t e of t h i s r e s e a r c h . I t 
i l l u s t r a t e s t h a t s h i p s a r e becoming more s p e c i a l i s e d ( i o C . 
r e s t r i c t e d i n t h e r ange of c a r g o e s t h e y may c a r r y and i n 
the r ange of p o r t s they may e n t e r ) and more m e c h a n i z e d i n 
t h e i r c a r g o - h a n d l i n g methods. The t r e n d i s c l e a r l y from a 
low d e g r e e o f m e c h a n i z a t i o n and h i g h d e g r e e o f a d a p t a b i l i t y 
towards a h i g h d e g r e e o f m e c h a n i z a t i o n and a low d e g r e e o f 
a d a p t a b i l i t y : T h e r e a r e no g r o u n d s f o r t h i n k i n g t h a t t h i s 
t r e n d w i l l change d i r e c t i o n or r e v e r s e i t s e l f . 
( ( I t i s acknowledged t h a t e x c e p t i o n s to t h e g e n e r a l t r e n d a r e 
found i n the c o m b i n a t i o n s h i p s (known a s OBO's, O/O's, e t c -
see A p p e n d i x A ) which a r e d e s i g n e d to c a r r y v a r i o u s d r y and 
l i q u i d b u l k c a r g o e s . ) ) 
One of the o b j e c t i v e s of t h i s r e s e a r c h programme was to 
i d e n t i f y the manner i n w h i c h s e a f a r e r s a r e e x p e r i e n c i n g and 
c o p i n g w i t h t e c h n i c a l change and, f o r t u n a t e l y , a m a j o r t a n k e r 
company and a c h e m i c a l — t a n k e r company ( b o t h o p e r a t i n g s h i p s 
a t t h e e x treme of the d i a g o n a l i n Diagram l o 2 ) o f f e r e d 
f a c i l i t i e s f o r f i e l d work a b o a r d t h e i r s h i p s . 
Gas c a r r i e r s 
C h e m i c a l 
P r o d u c t s 
V L C C s 
H i g h l y 
High degree of 
m e c h a n i z a t i o n 
S p e c i a l i z e d 
b u l k - c a r r i e r s 
Combina t i o n 
s h i p s 
^ O B O , 0/0, e t c 
[ C o n t a i n e r s 
[ P a l l e t s 
LASH 
E a r l y 
b u l k - c a r r i e r s 
E a r l y 
t a n k e r s 
H i g h l y 
s p e c i a l i z e d 
C a r g o - l i n e r sj 
pre-1960 I 
Diagram 1.2: Developments i n s h i p p i n g 
1_900-1 972 by _ d e c r e e of 
. m c c h a n i z a t i o n and s p e c i a l i z a t i o n 
Low degree of 
m e c h a n i z a t i o n 
a d a p t a b l e 
G e n e r a l - p u r p o s e 
tramps 
J A L L CARGO SMIPS 
I about 1900 
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W h i l e on the s u b j e c t of l o n g - t e r m t e c h n i c a l d e v e l o p m e n t s 
i n s h i p p i n g , i t may be a p p r o p r i a t e to sound a note of 
w a r n i n g to f u t u r e r e s e a r c h w o r k e r s . No m a t t e r what 
d i m e n s i o n s a r e used to p l o t t e c h n i c a l p r o g r e s s (e,go 
d e g r e e of m e c h a n i z a t i o n , s p e c i a l i z a t i o n , t o n n a g e , s p e e d 
or d r a u g h t , to name but a f e w ) , i t i s p o s s i b l e t o draw a 
smooth c u r v e through the p l o t t e d p o i n t s out of w h i c h may 
a r i s e t h e n o t i o n t h a t t h e r e i s a smooth f l o w of t e c h n i c a l 
d e v e l o p m e n t , somewhat l i k e a r i v e r . I n f a c t , t h e r e i_s a 
t e c h n o l o g i c a l time c o n t i n u u m b u t , once a s h i p h a s been 
b u i l t , she I s f i x e d a t t h a t p o i n t i n the c o n t i n u u m and 
t h e r e she s t a y s f o r the 15 or more y e a r s of h e r l i f e . 
T h e r e a r e v e r y few " s i n g l e s h i p c o m p a n i e s " t o d a y ; most 
s h i p s a r e u n i t s of medium or l a r g e f l e e t s ( c o m p a n i e s ) o 
Thus the most commonly found s i t u a t i o n i s a company w i t h 
some s h i p s f i f t e e n or t wenty y e a r s o l d and some l e s s t h a n 
a y e a r o l d . The o l d e r s h i p s a r e f i t t e d w i t h r e l a t i v e l y s i m p l e 
c o n t r o l s y s t e m s and r e q u i r e p a r t i c u l a r forms of f a b r i c and 
m e c h a n i c a l m a i n t e n a n c e w h i l e t h e n e w e s t s h i p s may be 
e q u i p p e d w i t h the most a d v a n c e d n a v i g a t i o n a l , c o n t r o l and 
c a r g o - h a n d l i n g d e v i c e s r e q u i r i n g q u i t e d i f f e r e n t 
o p e r a t i o n a l and m a i n t e n a n c e p r o c e d u r e s . The s h i p b o a r d 
o r g a n i z a t i o n , w o r k i n g p r a c t i c e s , m a i n t e n a n c e and s t o r i n g 
s y s t e m s w h i c h s u i t one age of s h i p may be s u b o p t i m a l f o r 
a n o t h e r age of s h i p i n the same f l e e t and t h e n o t e of w a r n i n g 
I would sound i s that,when d r a w i n g c o n c l u s i o n s a b o u t 
o r g a n i z a t i o n a l c h a r a c t e r i s t i c s from d a t a c o l l e c t e d a b o a r d 
s h i p , c a r e f u l a t t e n t i o n be g i v e n to t h e age o f t h e s h i p 
or s h i p s u s e d f o r the f i e l d work, to the age of the 
company and to tlie age-mix of t h e w h o l e f l e e t . 
The age-mix of one company's f l e e t p r e s e n t s p r o b l e m s when 
a t t e m p t s a r e made to r e d e s i g n t h e o v e r a l l company's 
o r g a n i z a t i o n , i t s o v e r a l l p e r s o n n e l p o l i c y and i t s o v e r a l l 
m o n i t o r i n g and p e r f o r m a n c e c o n t r o l s y s t e m S o 
The age-mix of a whole n a t i o n ' s s h i p s p r e s e n t s even more 
s e v e r e problems when a t t e m p t s a r e made to r e d e s i g n n a t i o n a l 
t r a i n i n g s y s t e m s or n a t i o n a l wage a g r e e m e n t s . P e r s o n a l 
e x p e r i e n c e w i t h i n c o m p a n i e s and a t n a t i o n a l t r a i n i n g b o a r d s 
h a s made me r e a l i s e t h a t some m i s u n d e r s t a n d i n g s a r e r o o t e d 
i n t h e p a r t i e s t a l k i n g of s h i p s of d i f f e r e n t a g e s . 
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The s o c i a l e f f e c t s of t e c h n i c a l d e v e l o p m e n t s 
Around 1850,when a l l m e r c h a n t s h i p s were s a i l i n g c a r g o 
v e s s e l s , a l l s e a f a r e r s ;vore s a i l o r s ; t h a t i s , a l l were 
s k i l l e d a t h a n d l i n g s h i p s u n d e r s a i l . The M a s t e r , a s s i s t e d 
by the Mates, n a v i g a t e d the s h i p ; t h e o n l y r e c o g n i s a b l e 
d i v i s i o n between p e o p l e was between the o f f i c e r s ( M a s t e r 
and M a t e s ) and the r a t i n g s ( t l i e r e m a i n d e r o f t h e c r e w ) . 
T h e r e were no d e p a r t m e n t a l s p e c i a l i s m s and d i v i s i o n s . 
Wlien , i n 1 852 , the B r i t i s h g o v e r n m e n t e n a c t e d l a w s u n d e r 
w h i c h M a s t e r s and Mates of m e r c h a n t s h i p s were t o be 
examined f o r c e r t i f i c a t e s of c o m p e t e n c y , t h e a b s e n c e o f 
any d i f f e r e n t i a t i o n between s h i p s e n c o u r a g e d the l e g i s l a t o r s 
to i n t r o d u c e g e n e r a l c e r t i f i c a t e s ; t h a t i s , the h o l d e r of 
a c e r t i f i c a t e was a u t h o r i s e d t o s e r v e i n h i s c e r t i f i c a t e d 
c a p a c i t y i n any B r i t i s h s h i p . I t i s w o r t h r e m a r k i n g t h a t 
t h e g e n e r a l i t y of c e r t i f i c a t e s of c o m p e t e n c y f o r deck 
o f f i c e r s r e m a i n s r i g h t up to t h e p r e s e n t day ( 1 9 7 3 ) , a 
f e a t u r e w h i c h a p p e a r s to c o n f l i c t w i t h t h e h i g h l y 
s p e c i a l i s e d n a t u r e of modern m e r c h a n t s h i p s . 
When steam e n g i n e s were i n t r o d u c e d ( i n t h e l a t t e r h a l f o f 
th e l a s t c e n t u r y ) , new t y p e s o f s e a f a r e r s a p p e a r e d on t h e 
s c e n e - marine e n g i n e e r s and f i r e m e n . The f i r e m e n 
s h o v e l l e d c o a l i n t o the b o i l e r s w h i l e t h e e n g i n e e r s 
o p e r a t e d and m a i n t a i n e d the e n g i n e s . The t o t a l c r e w s i z e 
grew and d e p a r t m e n t a l d i v i s i o n s a p p e a r e d between t h e " d e c k " 
aiid " e n g i n e " d e p a r t m e n t s . 
The i n t r o d u c t i o n of w i r e l e s s a g a i n b r o u g h t a new ty p e o f 
s e a f a r e r - the w d i r e l e s s o p e r a t o r . I n the e a r l y y e a r s n e i t h e r 
t h e w i r e l e s s o p e r a t o r nor the e n g i n e e r s were c l a s s e d a s 
" o f f i c e r s " but the y g a i n e d s u c h s t a t u s j u s t b e f o r e W o r l d 
War I l o S h i p s have a l w a y s c a r r i e d c o o k s and, by t h e 1 9 3 0 * s , 
s t e w a r d s were i n t r o d u c e d i n s u f f i c i e n t numbers t o be 
i d e n t i f i e d as members of a s e p a r a t e d e p a r t m e n t a b o a r d s h i p . 
The head of t h i s d e p a r t m e n t i s the c h i e f s t e w a r d and i t was 
o n l y d u r i n g World War I I t h a t C h i e f S t e w a r d s were g r a n t e d 
" o f f i c e r " s t a t u s . 
T h u s , the c o n v e n t i o n a l l y manned, modern c a r g o s h i p h a s a t o t a l 
crew of abo u t 4 0 d i v i d e d a l o n g two d i m e n s i o n s : One d i v i s i o n 
i s by f u n c t i o n a l d e p a r t m e n t - d e c k , e n g i n e , c a t e r i n g and 
r a d i o - w h i l e the o t h e r d i v i s i o n i s by r a n k . E a c h d e p a r t m e n t 
1 0 
has i t s o f f i c e r s and r a t i n g s , e x c e p t f o r t h e r a d i o 
d e p a r t m e n t w h i c h i s s t a f f e d by one o r two r a d i o o f f i c e r s * , 
The number of people r e q u i r e d t o man a c a r g o s h i p rose 
from about 6 0 i n l a r g e s a i l i n g s h i p s t o 1 0 0 or more i n 
c o a l - f i r e d steam s h i p s ^ W i t h t h e i n t r o d u c t i o n o f d i e s e l 
e ngines and o i l - f i r e d b o i l e r s , f i r e m e n became r e d u n d a n t 
and average crew s i z e s f e l l t o about 5 0 . Today ( 1 9 7 3 ) , w i t h 
h i g h l y mechanized enginerooms, t h e average crew numbers 
about 3 0 no m a t t e r how l a r g e t h e s h i p . S m a l l c o a s t i n g 
v e s s e l s are manned w i t h much l e s s t han 3 0 p e o p l e . 
The r e d u c t i o n i n t o t a l numbers of s e a f a r e r s d u r i n g a p e r i o d 
o f f l e e t e x p a n s i o n i s g i v e n i n T a b l e 1 o 3 . 
Table l o 3 : Comparison between t o t a l U n i t e d Kingdom seamen 
and t o t a l U n i t e d Kingdom f l e e t . 
Seamen on 
e f f e c t i v e 
r e g i s t e r 
( 1 ) 
T o t a 1 g r o s s 
tonnage o f 
U.K. f l e e t 
( 2 ) 
Gross tons 
per man 
( 3 ) 
1 9 5 1 1 8 0 , 8 5 9 1 8 , 5 5 0 , 3 6 1 1 0 2 . 
1 9 6 0 1 6 0 , 0 3 0 2 1 , 1 3 0 , 8 7 4 1 3 2 
1 9 6 6 1 2 8 ^ ^ 0 3 2 . 2 1 , 5 4 1 , 7 4 0 1 6 8 
1 9 7 0 1 0 7 , 9 1 8 2 5 p 8 2 4 , 8 2 0 2 3 9 
Sources: ( 2 ) Lloyds S t a t i s t i c a l T a b l e s 
( 1 ) Department of Trade fit I n d u s t r y R e t u r n s p l u s 
an e s t i m a t e d a l l o w a n c e f o r non-European r a t i n g s 
s e r v i n g on UK s h i p s on a r t i c l e s opened and 
c l o s e d abroad. 
E s t i m a t e d a l l o w a n c e s : 1 9 5 1 + 4 4 , 0 0 O 
1 9 6 0 + 3 7 , 0 0 O 
1 9 7 0 + 2 5 , 0 0 O 
Source R o c h d a l e ( l 9 7 0 ) 1 9 6 6 + 3 l , 4 0 O 
I t s h o u l d be mentioned t h a t ^ i n some modern s h i p s under t h e 
B r i t i s h f l a g , d e p a r t m e n t a l d i v i s i o n s between r a t i n g s have 
been a b o l i s h e d and a l l r a t i n g s f o r m a common g r o u p o f 
" g e n e r a l purpose r a t i n g s " . 
I n the days of s a i l , s h i p s s t a y e d away f r o m B r i t a i n f o r 
months or y e a r s on end; r a d i o had n o t been i n v e n t e d ; and 
the r e l a t i v e l y f r a g i l e s h i p s o f t h e day were o f t e n exposed 
t o p e r i l s n e c e s s i t a t i n g a h i g h degree o f d i s c i p l i n e on 
board. Under t h e 1 8 9 4 Merchant S h i p p i n g A c t , M a s t e r s were 
empowered t o puush seamen f o r d i s o b e d i e n c e o r m i s c o n d u c t 
by making d e d u c t i o n s f r o m t h e o f f e n d e r s ' wages. The system 
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of f i n i n g a seaman aboard s h i p f o r a misdemeanour i s 
known as " l o g g i n g " ( f r o m t h e s t a t u t o r y r e q u i r e m e n t f o r 
t\\Q Master t o e n t e r t h e f a c t s o f t h e case i n t h e s h i p ' s 
o f f i c i a l l o g b o o k ) o A l t h o u g h s l i g h t l y m o d i f i e d , t h e l o g g i n g 
system was s t i l l i n f o r c e a t t h e t i m e o f the f i e l d r e s e a r c h 
( 1 9 7 2 ) . When a c e r t i f i c a t e d o f f i c e r commits an o f f e n c e , he 
i s n o t " f i n e d " ; i n s t e a d , t h e f a c t s a r e e n t e r e d i n the s h i p ^ s 
o f f i c i a l l o g book and the m a t t e r r e p o r t e d t o the Department 
of Trade & I n d u s t r y . 
I n t h e e a r l y days, when a l l c a r g o was l o a d e d and d i s c h a r g e d 
m a n u a l l y , s h i p s spent a few days o r weeks i n each p o r t . T h i s 
gave t h e crew ample time t o go ashore f o r r e l a x a t i o n ; i t 
a l s o gave r i s e to t h e s t i l l c u r r e n t l y h e l d b e l i e f t h a t , by 
g o i n g t o sea, a man can see t h e w o r l d and v i s i t e x o t i c 
f o r e i g n p o r t s j (Seamen w i l l u n d e r s t a n d t h e e x c l a m a t i o n m a r k ) . 
But, s i n c e t h e e a r l i e s t days o f t a n k e r s , and s i n c e about 1955 
f o r most s p e c i a l i s e d s h i p s , t h e l e n g t h o f s t a y o f a s h i p i n 
any one p o r t i s measured i n h o u r s r a t h e r t h a n i n days and 
modern s e a f a r e r s a r e f i n d i n g i t i n c r e a s i n g l y d i f f i c u l t - i f 
n o t i m p o s s i b l e - t o g e t ashore f o r r e l a x a t i o n and s i g h t -
s e e i n g . The r e s u l t i s t h a t t h e modern s e a f a r e r c a n n o t r e l i e v e 
t e n s i o n by g e t t i n g away f r o m h i s s h i p m a t e s nor by r o l e -
s w i t c h i n g a s h o r e ; and p e r s o n a l t e n s i o n - r e l i e v i n g mechanisms 
become h i g h l y i m p o r t a n t f a c t o r s i n s e c u r i n g or d i s r u p t i n g 
s h i p b o a r d harmonyo 
I n summary, the g r o s s s o c i a l e f f e c t s o f t e c h n i c a l d e v e l o p -
ments i n s h i p p i n g have been:-
- t h e i n t r o d u c t i o n of new t y p e s o f s p e c i a l i s t s e a f a r e r s ; 
*- i n c r e a s e d d e p a r t m e n t a l and r a n k d i f f e r e n t i a l s ; 
- a r e d u c t i o n i n t h e s i z e s of crews aboard s h i p ; 
- l e s s o p p o r t u n i t y f o r s e a f a r e r s t o g e t a s h o r e i n p o r t s 
a b r o a d ; 
a l l of w h i c h have taken p l a c e w i t h i n unchanged ( o r changed 
o n l y t o a minor degree) m e r c h a n t s h i p p i n g laws c o n c e r n i n g 
c e r t i f i c a t e s o f competency, r a n k s and s h i p b o a r d d i s c i p l i n a r y 
methodSo 
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O r g a n i z a t i o n a l e T f e c t s o f t e c h n i c a l d e v e l o p m e n t s . 
One o f the most i m p o r t a n t t e c h n i c a l d e v e l o p m e n t s - so f a r 
as the o r g a n i z a t i o n of s h i p p i n g companies was c o n c e r n e d -
was the i n t r o d u c t i o n of the o v e r s e a s t e l e g r a p h c a b l e . Of 
even g r e a t e r s i g n i f i c a n c e , however, was t h e i n v e n t i o n o f 
the w i r e l e s s f o r , once r a d i o s were i n s t a l l e d i n s h i p s . 
Masters and owners c o u l d communicate w i t h each o t h e r a t 
a l m o s t any t i m e . 
I n t h e p r e - t e l e g r a p h and o r e - r a d i o days, M a s t e r s had f u l l 
and complete r e s p o n s i b i l i t y f o r t h e c o m m e r c i a l success o f 
each voyage. The s h i p m a s t e r had t o s e a r c h f o r c a r g o , 
n e g o t i a t e the f r e i g h t r a t e s , s t o r e and s u p p l y h i s s h i p , 
engage the crew, l o a d t h e c a r g o , s a i l and n a v i g a t e t h e 
s h i p t o i t s d e s t i n a t i o n and d i r e c t any m a i n t e n a n c e work 
which might be r e q u i r e d . W i t h i n t h e d e f i n i t i o n s o f D a l t o n 
(1950) the s h i p m a s t e r was a " l i n e manager" i n h i s p u r e s t 
f o r m . Remnants of t h i s e a r l y p o s i t i o n and r o l e o f the 
s h i p m a s t e r are s t i l l to be f o und i n much of p r e s e n t day 
l e g i s l a t i o n , i n company r u l e s and r e g u l a t i o n s , i n 
t r a i n i n g and e x a m i n a t i o n s , and i n t h e o r g a n i z a t i o n a l s t a t u s 
of the Master's p o s i t i o n e For example, i n t h e B r i t i s h M e r c h a n t 
Navy, i t i s s t i l l i m p o s s i b l e f o r anyone e x c e p t a deck o f f i c e r 
t o be promoted t o command o f a merchant s h i p . 
W i t h the i n t r o d u c t i o n o f t h e t e l e g r a p h and w i r e l e s s , 
r a d i c a l ctianges took p l a c e i n t h e o r g a n i z a t i o n o f s h i p p i n g 
companieso The shipowner h i m s e l f - o r members o f h i s shore 
s t a f f « sought o u t t h e c a r g o , n e g o t i a t e d f r e i g h t r a t e s 
( o f t e n t h r o u g h a s h i p b r o k e r ) , and s i m p l y i n s t r u c t e d the 
s h i p m a s t e r where t o go, what t o l o a d and where t o d e l i v e r 
i t . A l s o , s h i p o w n e r s were a b l e t o c o n t r o l and c o - o r d i n a t e 
ipany more s h i p s a t a t i m e , and i n d i v i d u a l s h i p o w n e r s were 
superseded by p a r t n e r s h i p s and companies. Former s h i p m a s t e r s 
were a p p o i n t e d t o p o s i t i o n s w i t h i a t h e shore o f f i c e as marine 
s u p e r i n t e n d e n t s w i t h t h e t a s k s o f m o n i t o r i n g t h e p e rformance 
of s h i p s and crews and a d v i s i n g the r e s t o f the shore s t a f f 
on m a r i t i m e a f f a i r s . I n many companies. M a s t e r s f o u n d 
themselves h a v i n g t o r e p o r t t o t h e m a r i n e s u p e r i n t e n d e n t 
i n s t e a d of d i r e c t l y t o the s h i p o w n e r ; t h i s i s t h e most 
common h i e r a r c h i c a l f o r m t o d a y . 
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Masters and Marine S u p e r i n t e n d e n t s had - and s t i l l have -
no marine e n g i n e e r i n g e x p e r i e n c e and, by the 1920*s i n most 
companies, f o r m e r C h i e f E n g i n e e r s had been b r o u g h t i n t o 
head o f f i c e s as E n g i n e e r S u p e r i n t e n d e n t s . 
As the m e c h a n i c a l and o v e r a l l t e c h n i c a l c o m p l e x i t y o f s h i p s 
d e v e l o p e d , t h e e n g i n e e r s u p e r i n t e n d e n t s were g i v e n a d d i t i o n a l 
r e s p o n s i b i l i t i e s so t h a t , by t h e 1950's, e n g i n e e r s u p e r i n -
t e n d e n t s took change of a l l n e w - b u i l d i n g s ( s h i p s under 
c o n s t r u c t i o n f o r t h e company) w h i l e marine s u p e r i n t e n d e n t s 
r e t a i n e d r e s p o n s i b i l i t y f o r m a t t e r s c o n c e r n i n g s h i p s a f e t y , 
manning and c a r g o . 
By the l a t e I 9 6 0 ' s , s p e c i a l i s t d e p a r t m e n t s were t o be f o u n d 
i n most companies. Engineer s u p e r i n t e n d e n t s had e v o l v e d 
i n t o t e c h n i c a l d i r e c t o r s h e a d i n g l a r g e g r o u p s o f t e c h n i c a l 
e x p e r t s i n head o f f i c e ; p e r s o n n e l managers had emerged as 
d i s t i n c t f r o m m a r i n e s u p e r i n t e n d e n t s ; t h e p u r c h a s i n g and 
s u p p l y o f s t o r e s f o r a l l the company^s s h i p s were 
c e n t r a l i s e d under p u r c h a s i n g managers; and, i n most l i n e r 
t r a d e s , the l o a d i n g and d i s c h a r g e o f c a r g o was c o n t r o l l e d 
d i r e c t l y by cargo s u p e r i n t e n d e n t s . 
Tlic changes i n o r g a n i z a t i o n a l r o l e s and r e s p o n s i b i l i t i e s 
f r o m 1850 t o 1970 are i l l u s t r a t e d i n Diagram KSo on the 
f o l l o w i n g page. 
A l t h o u g h D a l t o n ( l 9 5 0 ) d i f f e r e n t i a t e d between " l i n e managers" 
( p e o p l e d i r e c t l y r e s p o n s i b l e f o r a c h i e v i n g t h e company's 
o b j e c t i v e s by h a v i n g d i r e c t c o n t r o l o f t h e company's 
r e s o u r c e s ) and " s t a f f s p e c i a l i s t s " ( f u n c t i o n a l e x p e r t s 
h a v i n g no d i r e c t c o n t r o l o f company r e s o u r c e s b u t a c t i n g 
as s u p p o r t e r s o f l i n e m anagers), i t would be more r e a l i s t i c 
these days t o r e c o g n i s e a c o n t i n u u m j o i n i n g t h e e x t remes o f 
l i n e manager and s t a f f s p e c i a l i s t o A l l managers a r e l o c a t e d 
somewhere a l o n g t h i s c o n t i n u u m . 
When I p l o t the p o s i t i o n s o f M a s t e r s and C h i e f E n g i n e e r s 
a l o n g t h a t c o n t i n u u m I f i n d t h a t , o v e r t i m e , the Master 
has moved from a l i n e manager towa r d s a s t a f f s p e c i a l i s t 
p o s i t i o n w h i l e the C h i e f E n g i n e e r has moved i n t h e o p p o s i t e 
d i r e c t i o n . A r e l a t e d n o t i o n c o n c e r n s the c o m m e r c i a l r o l e o f 
the s h i p m a s t e r . So l o n g as the Master was r e s p o n s i b l e f o r 
f i n d i n g the b e s t c a r g o e s and f i x i n g the h i g h e s t p o s s i b l e 
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Diagram 1 o 3: 
Changes i n ship^-types and 
s h i p p i n g company organ i z a t i o n 
1850 - 1970 
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c a r g o - f i n d i n g and f r e i g h t - n e g o t i a t i n g a c t i v i t i e s were 
t r a n s f e r r e d t o head o f f i c e s t a f f , t h e Master became a 
c o s t ( o r l o s s ) m i n i m i z e r ; t h a t i s , i n h i s p r e s e n t - d a y 
c o m m e r c i a l r o l e , h i s prime r e s p o n s i b i l i t y i s t o r e d u c e 
or a v o i d l o s s o f l i f e , p r o p e r t y and t i m e . P e r s o n a l 
e x p e r i e n c e s and o b s e r v a t i o n s made w i t h i n many s h i p p i n g 
companies i n many c o u n t r i e s have c o n v i n c e d me t h a t some 
deck o f f i c e r s and Masters have n o t 3'et c o m p l e t e l y a c c e p t e d 
t h a t , i n t h e i r c o m mercial r o l e s , t h e y a r e c o s t m i n i m i z e r s 
^nd n o t revenue m a x i m i z c r s . 
Economic f e a t u r e s o f t h e s h i p p i n g industry« 
I t i s p r o b a b l e t h a t s h i p p i n g has a l w a y s been a c a p i t a l -
i n t e n s i v e i n d u s t r y , but the e v i d e n c e s u g g e s t s t h a t i t s 
c a p i t a l i n t e n s i t y i s i n c r e a s i n g o T h i s i s shown i n T a b l e 1.4. 
T a b l e 1.4: C o s t s and numbers o f s h i p s , t o g e t h e r w i t h numbers 
o f seamen employed f o r s e l e c t e d y e a r s 
T o t a l UK 
sh i i)S a t 
c o s t . 
£mi1lions 
• (1 ) 
To ta 1 
number o f 
UK s!i i p s 
( 2 ) 
T o t a l 
number o f 
seamen i n 
UK s l i i p s 
( o ) 
A verage 
c o s t p e r 
s h i p 
(1 ) 
( 2 ) 
Average 
c o s t per 




















Sources: ( l ) Rochdale ( l 9 7 0 ) page 460 
( 2 ) L l o y d s S t a t i s t i c a l T a b l e s 
{ 3 ) From Table 1« 3 
An e x c e e d i n g l y l o n g and d e t a i l e d economic a n a l y s i s w o u l d 
have t o be made i n o r d e r t o d e t e r m i n e what p a r t o f the r i s e 
i n average c o s t s (columns 0V1:2) and UVtS) i n T a b l e 1.4) was due 
to t e c h n i c a l developments and what p a r t was due t o g e n e r a l 
r i s e s i n s l i i p y a r d l a b o u r and s t e e l c o s t s . No a t t e m p t was 
made t o s e p a r a t e o u t t h e s e e l e m e n t s f o r t h e i s s u e i s f u r t h e r 
c l o u d e d by the manner i n w h i c h p r i c e s f o r new - and, more 
e s p e c i a l l y , second hand - s h i p s move i n sympathy w i t h t h e 
f r e i g h t market as shown i n T a b l e 1.5. on the f o l l o w i n g page. 
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Table 1 . 5 : Comparison between s n i p p r i c e s and f r e i f ^ h t i n d .ices 
P r i c e i n £ m i l l i o n s 
1 9 6 8 1 9 6 9 1 9 7 0 1 - 9 7 1 1 9 7 2 
1 8 , 0 0 0 dwt b u l k c a r r i e r (New) 
1 8 , 0 0 0 dwt b u l k c a r r i e r (2nd hand) 
K 8 1 . 9 2 . G 2 . 2 2 , 4 
0 o 9 0 . 9 l o 2 O o 9 0 o 7 
8 7 , 0 0 0 dwt t a n k e r 
8 7 , 0 0 0 dwt t a n k e r 
(New) 
(2nd hand) 
3 . 9 
3 . 7 
4 o 2 ' 
4 . 2 . 
7 . 1 
9 . 4 
7 . 2 7 . 4 
5 . 8 5 . 1 
D r y - c a r g o f r e i g h t i n d e x 
Tanker f r e i g h t i n d e x 
1 2 0 
1 0 0 
1 2 0 
6 8 
2 5 0 





Sources: P r i c e s f r o m v a r i o u s s h i p b r o k e r s ' r e p o r t s 
F r e i g h t i n d i c e s from Drewry's S h i p p i n g S t a t i s t i c s . 
D r y - c a r g o : January 1 9 6 7 = 1 0 0 
Tanker: W o r l d s c a l e 
There a r e two d i s t i n c t mctl^ods o f e a r n i n g revenue j.n s n i p p i n g : 
The f i r s t , and most common, i s by c a r r y i n g c a r g o a t r a t e s o f 
f r e i g h t ( h o p e f u l l y ) above t o t a l c o s t s . The second i s by p l a y i n g 
the s h i p - s a l e - a n d - p u r c h a s e m a r k e t ; t h a t i s , by a n t i c i p a t i n g 
demand f o r c e r t a i n s h i p - t y p e s , b u y i n g when p r i c e s a r e low and 
s e l l i n g when f r e i g h t r a t e s and s h i p p r i c e s r i s e . The mag n i t u d e 
of p o s s i b l e p r o f i t s and l o s s e s can be seen i n T a b l e 1 . 5 . 
I t s h o u l d be mentioned t h a t t h e companies used i n t h i s r e s e a r c h 
programme a d o p t the f i r s t o f t h e revenue e a r n i n g methods. 
As s i g n i f i c a n t as t h e h i g h c a p i t a l c o s t s o f s h i p s a r e t!\e h i g h 
o p e r a t i n g c o s t s . The daa.ly c o s t o f o p e r a t i n g a s h i p depends 
upon the s i z e ana type or s h i p ; upon t h e t r a d e i n w h i c h she 
i s engaged; and upon the c l a u s e s i n h e r c h a r t e r - p a r t y . An 
i n d i c a t i o n o f r u n n i n g c o s t s a r e g i v e n i n Table 1 . 6 . 
Table 1 o 6 : O p e r a t i n g c o s t s and c a p i t a l charges For L i m e -
c h a r t e r e d s h i p s (Ma y 1 9 7 1 ) 
D a i l y 
operant i n g 
c o s t s 
D a i l y 
c a p i t a l ri 
charge s 
T o t a l 
t D a i l y 
C o s t s 
1 8 , 0 0 0 dwt b u l k c a r r i e r 
8 7 , 0 0 0 dwt t a n k e r 
£ 4 5 0 
£ l , 3 0 0 
£ 3 0 0 
£ l . 9 0 O 
£ 7 5 0 
£ 3 , 2 0 0 
Sources 
Notes: 
V a r i o u s s h i p p i n g j o u r n a l s 
D a i l y o p e r a t i n g c o s t s c o v e r wages, i n s u r a n c e , r e p a i r s 
and s t o r e s . 
D a i l y c a p i t a l charges c o v e r c a p i t a l repayments and 
i n t e r e s t a 83^% 
C a p i t a l charges borne by t h e shipowner w i l l , o f c o u r s e , depend 
upon the i n i t i a l p r i c e o f t h e s n i p and upon t h e f u n d i n g 
method he a d o p t s . I t i s r a r e , t o d a y , f o r a sh i p o w n e r t o pay 
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f o r a s h i p i n cash drawn from r e s e r v e s . For a new s h i p , i t 
i s more common f o r t h e shipowner t o o b t a i n r e l a t i v e l y cheap 
c r e d i t f r o m t n e s h i p y a r d ( a t about 8% i n t e r e s t ) f o r 8 0% o f 
the purchase p r i c e and t o borrow t h e r e m a i n i n g 20% f r o m a 
bank a t a b o u t t h e market r a t e . No cheap c r e d i t i s a v a i l a o l e 
f o i " t h e purchase of second-hand s h i p s ana t h e buyer has t o 
draw on h i s own r e s e r v e s f o r about 4 0 % o f t h e s h i p w l i i l c 
b o r r o w i n g t h e r e m a i n i n g 6U% f r o m banks. S h i p f i n a n c e i s 
becoming an e x c e e d i n g l y complex s e c t o r o f t h e s h i p p i n g 
i n d u s t r y . Banks o f f e r to shipowners c o m p l i c a t e d f i n a n c i a l 
packages composed o f l o a n , l e a s e and e q u i t y f i n a n c e , (of t e n 
i n c l u d i n g m u l t i - c u r r e h c y c l a u s e s ) , w h i c h r e s u l t i n t h e 
banks g e t t i n g ^ l 4 % r e t u r n on t h e money l e n t . 
The main p o i n t s b e i n g made i n t h i s s u b - s e c t i o n a r e : Sh i p s 
are c o s t l y t o buy ana operate.; c a p i t a l c h a r g e s and i n t e r e s t 
r a t e s may fo r m the major p r o p o r t i o n o f o v e r a l 1 c o s t s ; and 
f r e i g h t r a t e s f l u c t u a t e w i d e l y . 
Under the Merchant S h i n p i n g A c t s , a number o f q u a l i f i e d 
o f f i c e r s arc r e q u i r e d aboard each s h i p . The number v a r i e s 
w i t h t h e s i z e o f s h i p , horsepower o f e n g i n e s and t r a d i n g 
area b u t , t y p i c a l l y , aboard a deep-sea c a r g o s h i p t h e r e 
would be a c e r t i f i c a t e d M a s t e r , F i r s t Mate, Second Mate, 
( T h i r d M a t e ) , C h i e f E n g i n e e r , Second E n g i n e e r , ( T h i r d 
E n g i n e e r ) , and Radio O f f i c e r . These men a r e r e c r u i t e d i n c o 
the i n d u s t r y on l e a v i n g secondary s c h o o l a t ages 16 t o 18. 
Tney have t o be t r a i n e d and, as shown i n T a b l e 1.7, t r a i n i n g 
c o s t s are r e l a t i v e l y higho 
Table 1.7: T r a i n i n g c o s t s i n t h e U n i t e d Kingdom M 9 7 1 ) 
Cost of t r a i n i n g a man fr o m 
e n t e r i n g as a c a d e t (age 17) 
to g a i n i n g Master's c e r t i f i c a t e 
( 1 ) E x c l u d i n g wages fores£one 
w h i l e under t r a i n i n g :-
( 2 ) I n c l u d i n g wages f o r e g o n e : -
Cost o f t r a i n i n g a man fr o m 
e n t e r i n g as a c a d e t fage 17) 
t o g a i n i n g C h i e f Engineer's 
c e r t i f i c a t e 
( 1 ) E x c l u d i n g wages f o r e g o n e 





f 1 3 ,1 2 2 
Man 
t^ O-T.nc by 
•Sta t e 
£1 ,060 
£3,210 
I £.2 ,100 
£2,100 
£ 854 








Source: Moreby ( l 9 6 8 c ) updated t o 1971 
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There always has been - and always w i l l be - argument on 
whether s h i p s ' o f f i c e r s are o v e r - or u n d e r - p a i d . A l t h o u g h 
an i n d u s t r y - w i d e wage agreement e x i s t s w i t h i n t h e N a t i o n a l 
M a r i t i m e Board Agreements, the a c t u a l r a t e s p a i d ny companies 
depend upon t h e s t a t e o f the l a b o u r m a r k e t and upon t h e n a t u r e 
of t h e t r a d e i n w h i c h t h e i r s h i p s a r e engaged, ^^'ost companies 
o f f e r r a t e s above those o f the N a t i o n a l M a r i t i m e board and, 
h i s t o r i c a l l y , t a n k e r owners have al w a y s p a i d h i g h e r r a t e s 
t h a n d r y - c a r g o owners. So f a r as an i n d i v i d u a l o f f i c e r i s 
c o n c e r n e d , h i s t o t a l e a r n i n g s over a g i v e n number o f y e a r s 
w i l l depend upon whether he i s a n a v i g a t i n g or e n g i n e e r o f f i c e r , 
the r a t e a t w h i c h he passes t h r o u g h t h e s e r i e s o f c e r t i f i c a t e 
e x a m i n a t i o n s , and upon the r a t e o f p r o m o t i o n a l advancement i n 
h i s company. (R a t e o f p r o m o t i o n i s dependent upon t h e 
company^s s h i p b u i l d i n g o r s c r a p p i n g programmes and upon the 
rai^e o f l a b o u r t u r n o v e r ) . T y p i c a l wage r a t e s p r e v a i l i n g a t 
the t i m e o f t h e f i e l d work ( 1972 ) a r c shown i n T a b l e K S . 
Table 1.8: O f f i c e r wages i n B r i t i s h s h i p s ( 1 9 7 2 ) 
Annua 1 wa Rank Age Rank An n u a l wage 
£2 ,000 + 3rd Mate 20 + J u n i o r E n g i n e e r £2 ,000 + 
£2 ,500 - £3 ,000 2nd Mate 22 + 
24 + 
26 + 
3 r d E n g i n e e r £2 ,500 - £3 ,000 
£3 ,000 - £4 ,000 C h i e f Mate 28 + 
60 + 
2nd E n g i n e e r £3 ,000 - £4,000 i 




C h i e f E n g i n e e r £4 ,000 - £5 ,500 
Source: R e c r u i t m e n t a d v e r t i s e m e n t s i n s h i p p i n g p r e s s 1972 
I t s h o u j d be m e n t i o n e d t h a t , i n B r i t i s h s h i p s , a t t h e t i m e o f 
the f i e l d work, o f f i c e r s were n o t p a i d any o v e r t i m e . R a t i n g s , 
however,were a b l e t o e a r n o v e r t i m e . 
A t the t i m e o f t h e r e s e a r c h , a P e t t y O f f i c e r ( s e n i o r r a t i n g ) 
c o u l d earn aoout £2,000+ per y e a r (made up o f b a s i c wages p l u s 
o v e r t i m e ) w h i l e t h e r e m a i n i n g r a t i n g s c o u l d e a r n a t o t a l o f about 
£1,600+ , Depending on t h e t r a d e and f r e q u e n c y of p o r t s v i s i t e d , 
a pumpman aboard a t a n k e r c o u l d e a r n between £2,000 and £3,000+ 
i n b a s i c wage p l u s o v e r t i m e - a l e v e l o f e a r n i n g s comparable 
w i t h a C h i e f Mate. 
A l l s h i p b o a r d f o o d and accommodation, p l u s some w o r k i n g c l o t h e s 
a r e s u p p l i e d f r e e o f charge t o the man; t r a v e l between the s h i p 
and t h e man's home b e f o r e and a f t e r v a c a t i o n , i s p a i d f o r by the 
company. At the t i m e o f the r e s e a r c h , o f f i c e r s g o t 140 days p a i d 
l e a v e and r a t i n g s between GO and 120 days f o r t w e l v e mont!»s ''s 
i s e r v i c e - a l t h o u g h s h o r t e r l e a v e s a r e g r a n t e d e v e r y 4 t o 6 months 
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b e l c c t e d c h a r a c t e r i s t i c s of t h e s e a g o i n g l a b o u r f o r c e 
R e c r u i t m e n t and t r a i n i n g 
I n t h e e a r l y d a y s , t h e f a t h e r o f any bo^' w i s j i i n g t o become 
a s l i i p ' s o f f i c e r a r r a n g e d f o r h i s son t o be i n d e n t u r e d as 
an a p p r e n t i c e to a s h i p m a s t e r - t h e f a t h e r p a y i n g a premium 
f o r t h e t r a i n i n g h i s son was t o r e c e i v e , A s l i g h t change was 
made i n t h i s a rrangement when boys were i n d e n t u r e d t o 
s h i p p i n g companies i n s t e a d o f t o s p e c i f i c M a s t e r s , Most 
companies a b o l i s h e d t h e premium payment j u s t b e f o r e t h e 
Second World War, b u t the i n d e n t u r e d a p p r e n t i c e s h i p system 
remained u n t i l t h e e a r l y 1960*s. 
Between t h e s t a r t o f t h i s p r e s e n t C e n t u r y and t h e mid-l9G0's 
i t was the v a r i o u s n a u t i c a l c o l l e g e s who c o n d u c t e d t h e d r i v e 
t o r e c r u i t secondary s c h o o l - l e a v e r s i n t o t h e M e r c h a n t Navy. 
These s c h o o l - l e a v e r s were t a k e n i n t o pre-sea t r a i n i n g c o u r s e s 
- v a r y i n g i n l e n g t h f r o m a few weeks t o 2 y e a r s - a t the end 
of which they were p u t i n t o u c l i w i t h v a r i o u s s h i p p i n g companies 
wi»o had v a c a n c i e s f o r a p p r e n t i c e s . Today, however, young men 
(and women) w i s h i n g t o become s h i p ' s o f f i c e r s a r e r e c r u i t e d 
d i r e c t l y by t he s h i p p i n g companies - sometimes v i a t l i e B r i t i s h 
S h i p p i n g F e d e r a t i o n w h i c h i s t h e s h i p o w n e r s * i n d u s t r i a l body — 
atid are s e n t , on pay, t o s e l e c t e d n a u t i c a l c o l l e g e s f o r 
t r a i n i n g . The i n d e n t u r e d a p p r e n t i c e s h i p system has been 
a b o l i s h e d and t h e young people a r c s u b j e c t t o a n o r m a l 
i n d u s t r i a l agreement under w h i c h t h e company p r o m i s e s t o 
t r a i n them f o r t h r e e or f o u r y e a r s . 
The l e n g t h o f t r a i n i n g depends on t h e r e c r u i t ' s i n i t i a l 
academic q u a l i f i c a t i o n s and t h e Department o f "^rade & I n d u s t r y 
l a y s down minimum l e n g t h s o f t i m e w h i c h must be s e r v e d aboard 
s h i p b e f o r e t h e Cadet - as he i s now c a l l e d - may p r e s e n t 
h i m s e l f f o r h i s f i r s t p r o f e s s i o n a l e x a m i n a t i o n . Towards t h e 
end o f the 1960*s and d u r i n g t h e e a r l y y e a r s o f t h i s p r e s e n t 
decade, e d u c a t i o n a l c o u r s e s were i n t r o d u c e d t o complement 
the v o c a t i o n a l t r a i n i n g c o u r s e s and, nowadays, c a d e t s may 
o b t a i n O r d i n a r y N a t i o n a l C e r t i f i c a t e s and D i p l o m a s i n 
a d d i t i o n t o t h e i r Second Mate's c e r t i f i c a t e s o f competency. 
Engineer c a d e t s may o b t a i n a p p r o p r i a t e e n g i n e e r i n g 0NC*s and 
OriD* s. 
At t h e end o f h i s c a d e t s h i p , t h e young man i s f r e e t o seek 
employment i n any s h i p p i n g company b u t , u n d e r s t a n d a b l y , a 
company w i i i c h has t r a i n e d a c a d e t hopes t h a t he w i l l r e t u r n 
t o t h e i r s e r v i c e us an o f f i c e r . 
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N e a r l y a l l B r i t i s h s h i p p i n g companies today o p e r a t e c a d e t 
t r a i n i n g schemes - such schemes b e i n g seen as t h e p r i m a r y 
source of young o f f i c e r s f o r t h e i r s h i p s . The e x - c a d e t 
worked h i s way up t h e r a n k s o f 3 r d Mate, 2nd Mate and 
C h i e f Mate t o Master ^ o r t h r o u g h 5 t h - , 4 t h - , 3 r d - and 
2nd-Knginecr t o C h i e f E n g i n e e r . P r o m o t i o n was g e n e r a l l y 
based on l e n g t h o f s e r v i c e i n one company and any o f f i c e r 
j o i n i n g f r o m a n o t h e r company was o b l i g e d t o s t a r t a t the 
l o w e s t r a n k . More r e c e n t l y , t h i n g s have c h a n g e d ^ f o r t h e 
c o n t i n u i n g s h o r t a g e o f s h i p s ' o f f i c e r s has f o r c e d companies 
t o embark on r e c r u i t m e n t d r i v e s f o r a l l g r a d e s o f o f f i c e r s 
and, t o d a y , i t i s f a i r l y common f o r o f f i c e r s t o s w i t c h between 
companies w i t h no l o s s o f - and sometimes a g a i n i n - r a n k . 
I f o u n d , d u r i n g t h i s r e s e a r c h programme, t h a t t h e o l d e r 
companies have a c o r e o f e x - c a d e t s f a m i l i a r w i t h t h e 
company's ways o f d o i n g t h i n g s w h i l e the newer companies, 
who have n o t y e t had t i m e t o t r a i n up s u f f i c i e n t c a d e t s , 
f a c e severe problems when they r e c r u i t men o f a l l r a n k s f r o m 
o t h e r companies^ 
Labour t u r n o v e r and wastage. 
We can d i s t i n g u i s h between ' t u r n o v e r ' and 'wastage' by d e f i n i n g 
l a b o u r t u r n o v e r as m o b i l i t y between companies and wastage as 
l o s s t o the s h i p p i n g i n d u s t r y . Rochdale ( l 9 7 0 ) s t a t e s t h a t 
l a b o u r t u r n o v e r i n merchant s h i p p i n g i s no h i g h e r t h a n i n 
comparable shore i n d u s t r i e s ; u n f o r t u n a t e l y , because o f t h e 
one-way n a t u r e o f wastage f r o m s h i p p i n g and t h e two-way n a t u r e 
i n shore i n d u s t r i e s , we c a n n o t d e t e r m i n e w h e t h e r wastage f r o m 
t h e Merchant Navy i s h i g h e r or l o w e r than f r o m shore i n d u s t r i e s . 
The survey o f s e a f a r e r s c o n d u c t e d d u r i n g the Rochdale I n q u i r y 
i n t o S h i p p i n g showed ( i n Board o f Trade 1970 V o l I I Table 5) 
t h a t 66^ of a l l s e a f a r e r s s w i t c h between companies w h i l e 32^ 
r e m a i n w i t h t h e f i r s t company t h e y j o i n e d . The s u r v e y a l s o 
showed t h a t 50% o f deck o f f i c e r s s w i t c h companies compared 
w i t h 609^ of e n g i n e e r o f f i c e r s . Among r a t i n g s , i n t e r - c o m p a n y 
m o b i l i t y i s much h i g h e r : The p r o p o r t i o n s s w i t c h i n g between 
companies b e i n g Deck R a t i n g s ( 8 5 % ) ; Engine R a t i n g s ( 9 6 % ) ; and 
C a t e r i n g R a t i n g s ( 8 8% ) o As I hope t o show l a t e r i n t h i s r e p o r t , 
i n t e r - c o m p a n y m o b i l i t y i s one o f the major b a r r i e r s t o change 
i n s h i p b o a r d w o r k i n g p r a c t i c e s and i t seems t o me t h a t , i f t h e 
s h i p p i n g i n d u s t r y i s t o i n t r o d u c e new w o r k i n g p r a c t i c e s 
o p t i m a l l y matched t o the s p e c i a l i z e d s h i p s now i n s e r v i c e , t h e 
f i r s t s t e p which needs t o be t a k e n i s t o r e d u c e i n t e r - c o m p a n y 
m o b i l i t y o f pei-sonnel i . C o t o s t a b i l i s e t h e l a b o u r f o r c e i n each 
- 21 -
So f a r as s h i p p i n g managers are c o n c e r n e d , wastage f r o m t h e 
i n d u s t r y i s a problem f a r more s e r i o u s t h a n i n t e r - c o m p a n y 
m o b i l i t y b u t , i n v i e w of the f a c t t h a t many young men e n t e r 
t h e i n d u s t r y w i t h i n i t i a l p l a n s t o s t a y a t sea f o r o n l y a 
l i m i t e d number of y e a r s , I no l o n g e r know.what i s meant by 
t h e word 'wastage'. I am drawn t o the c o n c l u s i o n t h a t 
wastage i s n o t h i n g more than t h e s h o r t f a l l between when the 
r e c r u i t e r imagined ( o r hoped) the r e c r u i t e e w o u l d l e a v e and 
when he a c t u a l l y does l e a v e . The r e c t u i t m . e n t , t r a i n i n g , 
p r o m o t i o n , p e n s i o n and employment p o l i c i e s a d o p t e d by 
i n d i v i d u a l companies and by the i n d u s t r y as a w hole s u g g e s t 
t h a t s h i p p i n g r e c r u i t m e n t managers b e l i e v e t h a t a l l t h e young 
men t h e y r e c r u i t W a l l s t a y a t sea f o r a l l t h e i r w o r k i n g l i v e s < , 
I t was H i l l (1972) who drew a t t e n t i o n t o t h e d i f f e r e n c e 
between s h o r t - t e r m , medium-term and l o n g - t e r m s t a y e r s ; he 
showed t h a t the m a j o r i t y o f seamen are medium-term s t a y e r s 
and t h a t the i n d u s t r y had much t o g a i n by a t t e m p t i n g t o 
i n c r e a s e , by o n l y a 3'ear or two, t h e l e n g t h o f t i m e t h e s e 
people s t a y a t sea. 
A l t h o u g h d i f f e r e n t i n method and sample s i z e s , t h r e e s e p a r a t e 
s t u d i e s (Moreby 1968c, Board o f Trade 1970, and H i l l 1972) 
show t h e r e l a t i v e l y s h o r t l e n g t h o f t i m e p e o p l e spend a t sea. 
The i n t e r v i e w s o f 400 f o r m e r s e a f a r e r s ( B o a r d o f T r a d e 1970) 
gave t h e data i n T a b l e 1.9 w h i c h i s s i m p l y the l e n g t h o f t i m e 
between f i r s t g o i n g t o sea and r e t u r n i n g a f t e r t h e l a s t voyage; 
i t t a k e s no account o f o c c a s i o n a l absences f r o m t h e s h i p p i n g 
i n d u s t r y w h i l e t h e men t r y shore j o b s between s p e l l s a t sea. 
H i l l (1972) adopted a d i f f e r e n t approach t o m e a s u r i n g wastage 
by s i m p l y t r a c i n g t h e whereabouts o f p e o p l e who f i r s t went t o 
sea i n s e l e c t e d y e a r s ; he draws a t t e n t i o n t o the i n c r e a s i n g 
absences from seagoing w h i l e men' t r y o u t s h o re employment 
b e f o r e making the f i n a l break f r o m t h e sea, Moreby ( l 9 6 8 c ) 
t r i e d t o a l l o w f o r p e o p l e who s w i t c h i n and o u t o f s e a g o i n g 
employment by e x a m i n i n g t h e m o n t h l y r e t u r n s o f t h e R e g i s t r a r 
G e n e r a l o f S h i p p i n g and Seamen f r o m 1960 f o r w a r d f r o m w h i c h 
he was a b l e t o c a l c u l a t e t h e p r o p o r t i o n s o f l e a v e r s who would 
p r o b a b l y r e t u r n t o sea a f t e r more t h a n 1 y e a r i n s h o re employ-
ment. The r e s u l t s o f t h e s e t h r e e s t u d i e s a r e g i v e n on t h e 
f o l l o w i n g p a g C o 
Table 1 , 9 
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Length o f t i m e s p e n t a t sea. 
(Time i n t e r v a l between f i r s t g o i n g t o sea and 
r e t u r n i n g a f t e r l a s t voyage) 
Deck Engine e r T o t a l 
O f f i c e r s O f f i c e r s ( i n c l u d i n g 
ra t i n g s ) 
Under 1 y e a r 10% 2 3 % 2 0 % 
1 - 3 y e a r s 22% 34% 3 0 % 
3 - 5 y e a r s 9% 15% 15% 
5 1- 8 y e a r s 19% 15% 14% 
8 - 1 0 y e a r s 6% 7% 7% 1 0 - 1 5 y e a r- s 2 0% 4% 10% 
15 " 2 0 y e a r s 6% 2% 2% 
over 20 y e a r s 6% 1 % 3% 
Source: Board o f Trade 1970 V o l I I I T a b l e 4 
( f r o m i n t e r v i e w s w i t h f o r m e r s e a f a r e r s ) 
Table 1 o10: P r o p o r t i o n s o f e n t r a n t s r e m a i n i n g a t sea 
per 100 per lOO 
1 957 1 962 
e n t r a n t s e n t r a n t s 
A t t h e end o f : - %age rema i n i n g %age rema i n i n g 
a t sea a t sea 
1 s t y e a r 70% 68% 
2nd y e a r 60% 52% 
o r d y e a r 50% 4 0 % 
4 t h y e a r 3 8 % 3 1 % 
5 t h y e a r 2 9 % 2 4 % 
Source : H i l l ( 1 972 ) 
Moreby ( l 9 6 8 c ) approached t h e p r o b l e m s l i g h t l y d i f f e r e n t l y 
by l e t t i n g : - S = No o f men i n g r o u p a t s t a r t o f a y e a r 
N = New e n t r a n t s i n t o t h a t g r o u p 
R = R c - e n t r a n t s ( i . C o men r e t u r n i n g t o sea a f t e r 
w o r k i n g a s h o r e f o r o v e r 1 y e a r ) 
P = No. of men promoted i n t o t h a t g r o u p 
E = No. of men promoted o u t o f t h a t g r o u p 
T=:S + N + R + P - E ( t h e number who s h o u l d have 
been i n t!ie g r o u p a t the end 
o f the y e a r ) 
A = A c t u a l number o f men i n g r o u p a t end of t h e y e a r . 
Then, raw p e r c e n t a g e l o s s = r l % = T_- A 
C o r r e c t i o n f a c t o r f o r r e - e n t r a n t s = 
So t h a t a c t u a l p e r c e n t a g e l o s s = a l % 
X 100 " ^>^100 (where 
* L=T-A) 
= I X 100 
r l % X 100-F 
100 
So t h a t average l e n g t h o f t i m e s p e n t a t sea by men i n one 
g r o u p ( g r a d e ) , o f s e a f a r e r s 
wiierc e -k 
k t d t ( f o r o f f i c e r s and r a t i n g s ) 
100 - a l % 
100 
2 3 
Table U l l : Average l e n g t h , o f t i m e s p e n t i n t h e s h i p p i n g 
i n d u s t r y by f;rade o f s e a f a r e r 
Length o f t i m e 
spent a t sea 
( i n y e a r s ) 
Deck o f f i c e r s 6 « 7 
Engineer o f f i c e r s 6 o O 
Deck r a t i n g s 6 . 4 
Engine i-a t i n g s 4 « 2 
Ca t e r i n g r a t i n g s 5 o 7 
Source: Moreby 1 9 6 8 ( c ) 
As most s e a f a r e r s a r e r e c r u i t e d d i r e c t l y f r o m s e c o n d a r y 
s c h o o l and, on a v e r a g e , s t a y i n t h e i n d u s t r y f o r l e s s t l i a n 
seven y e a r s i t may be s a i d our merchant s h i p s are manned by 
young p e o p l e . T h i s i s i l l u s t r a t e d i n Diagram 1 . 4 
8 , 0 0 0 - | 







6 , 0 0 0 -
4 , 0 0 0 - \ 
2 , 0 0 0 -A 
Under 1 6 - 1 9 2 0 - 2 4 2 5 - 3 4 3 5 - ^ 1 4 4 5 - 5 4 5 5 - 5 9 Over 
1 6 6 0 
Age groups 
Diagram 1 . 4 : ARC of o f f i c e r s s e r v i n g a b o a r d UK s h i p s on 
2 ^ t h A p r i j . 1 2 7 1 
Source: Census o f Seamen, Depto o f ^ r a d e & I n d u s t r y 
As can be seen i n Ta b l e on page t h e ages o f t h e 
re s p o n d e n t s i n t h i s r e s e a r c h programme matched t h e age p r o f i l e s 
above. 
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Summary o f d e s c r i p t i o n o f t h e s h i p p i n g i n d u s t r y w i t h 
i n d u s t r i a l l o c a t i o n o f t h e r e s e a r c h 
There i s a c o n t i n u a l l y i n c r e a s i n g demand f o r t h e s e r v i c e s 
o f merchant s h i p s and, t o meet t h i s demand, t l i c p r o d u c t i v i t y 
o f s h i p s has had t o be i n c r e a s e d . Improved p r o d u c t i v i t y , t h a t 
i s i n c r e a s e d annual c a r r y i n g c a p a c i t y , has been a c h i e v e d by 
d e v e l o p i n g more h i g h l y s p e c i a l i z e d and mechanized s h i p s i n 
o r d e r t o reduce time i n p o r t . 
S h i p p i n g i s a h i g h l y c a p i t a l - i n t e n s i v e i n d u s t r y and s h i p s 
are becoming more e x p e n s i v e t o buy and o p e r a t e as t h e y become 
more s p e c i a l i z e d . 
Over the y e a r s t h e r e has been a s h i f t o f d u t i e s and r e s p o n s i b i l i t i e 5 
f r o m the p e o p l e aboard s h i p t o p e o p l e i n h e a d - o f f i c e a s h o r e ; t h e 
o r g a n i z a t i o n o f s h i p p i n g companies has changedo 
Aboard s h i p , new t y p e s o f s e a f a r e r s have been i n t r o d u c e d when 
major t e c h n o l o g i c a l changes have been i n t r o d u c e d y e t t!\e 
o v e r a l l s h i p b o a r d o r g a n i z a t i o n - and e s p e c i a l l y i t s 
h i e r a r c h i c a l c h a r a c t e r i s t i c s - does n o t appear t o have 
changed i n s t e p w i t h c h a n g i n g t e c l i n o l o g y and c h a n g i n g 
h e a d - o f f i c e o r g a n i z a t i o n . Remnants of t h e o l d e r s h i p b o a r d 
o r g a n i z a t i o n are k e p t a l i v e by t h e unchanged n a t u r e o f t h e 
Merchant S h i p p i n g A c t s , 
S e a f a r i n g appears t o be a r e l a t i v e l y w e l l p a i d c a r e e r -
e s p e c i a l l y f o r the younger o f f i c e r s when compared w i t h t h e i r 
c o n t e m p o r a r i e s a s l i o r e - and y e t wastage i s h i g h . People who 
go t o sea l e a v e the i n d u s t r y a f t e r a r e l a t i v e l y s h o r t t i m e 
w i t h t h e r e s u l t t h a t t h e m a j o r i t y o f our seamen are young men. 
I s t h e r e some c o n f l i c t or mismatch between s h i p b o a r d and 
h e a d - o f f i c e o r g a n i z a t i o n s , or between modern s h i p t e c h n o l o g i e s 
and t h e remnants of t h e o l d e r s h i p b o a r d o r g a n i z a t i o n s , o r 
between t h e a s p i r a t i o n s o f i n d i v i d u a l s h i p ' s o f f i c e r s and 
t h e r e a l i t y o f g o i n g t o sea a t t h e p r e s e n t t ime? These a r e 
some o f t h e q u e s t i o n s I have t r i e d t o examine and answer i n 
t h i s r e s e a r c h programme; the r e s e a r c h i s r o o t e d i n t h o s e 
problems w h i c h appear t o emerging f r o m t h e i n c r e a s i n g 
s p e c i a l i z a t i o n o f s h i p s . 
- 25 -CHAPTER 2 : THE LITERATURE 
One of the emerging themes of t h e l a s t decade i s the se a r c h 
f o r people and o r g a n i z a t i o n a l s t r u c t u r e s w h i c h can cope w i t h 
change. The f o r c e s c a u s i n g change may a r i s e f r o m w i t h i n t h e 
o r g a n i z a t i o n b u t , more f r e q u e n t l y , t h e y are imposed from 
w i t h o u t . I f e e l t h a t a b r i e f d e s c r i p t i o n of t h e c h a n g i n g 
e x t e r n a l e n v i r o n m e n t - i n which b o t h s e a f a r e r s and s h i p p i n g 
companies are imbedded - forms a s u i t a b l e p o i n t o f d e p a r t u r e 
i n t h i s r e v i e w o f t he l i t e r a t u r e . 
Many w r i t e r s , i n c l u d i n g Roggema e t a l ( 1 9 7 0 ) , p O i n t t o t h e 
f a c t t h a t t l i e numl:*cr of i n v e n t i o n s i s r a p i d l y i n c r e a s i n g 
w h i l e tl\e t i m e gaps between i n v e n t i o n , f i r s t c o m m e r c i a l 
a p p l i c a t i o n , g e n e r a l use and o b s o l e s c e n c e a r e r a p i d l y 
d e c r e a s i n g . As Moreby (1971c) shows, t h i s means t h a t one o f 
the o b j e c t i v e s of a s h i p p i n g company i s t o a v o i d e a r l y 
t e c h n o l o g i c a l o b s o l e s c e n c e o f i t s s h i p s . 
I n a d d i t i o n t o t h e s h o r t e n e d t i m e span i n t h e i n v e n t i o n -
obsolescence c y c l e , t h e i s s u e o f c h o i c e has t o be f a c e d as 
re g a r d s t e c h n o l o g y . I n t h e p a s t , t e c h n o l o g y was g i v e n 
p r i o r i t y i n d i c t a t i n g t h e type o f s o c i a l system needed t o 
op e r a t e i t b u t developments have now r e a c h e d a p o i n t where 
a range of d i f f e r e n t t e c h n o J o g i e s can be p r o v i d e d f o r t h e 
accompl ishm.ent o f a g i v e n o b j e c t i v e . Some o f t h e t e c h n o l o g i c a l 
o p t i o n s are l i k e l y t o be more c o n g r u e n t w i t h t h e a s p i r a t i o n s , 
demands and needs o f those h a v i n g t o o p e r a t e tlicm w h i l e o t h e r 
o p t i o n s are l i k e l y t o engender f r u s t r a t i o n and d i s s a t i s f a c t i o n 
r e s u l t i n g i n i n c r e a s e d d i f f i c u l t i e s t o r e c r u i t and r e t a i n 
p e o p l e . Some o b s e r v e r s o f the g e n e r a l i n d u s t r i a l scene a s h o r e 
suggest t h a t , n o m a t t e r how c a p i t a l - i n t e n s i v e a p a r t i c u l a r 
i n d u s t r y may be, the c o s t of human r e s o u r c e s a c c o u n t s f o r an 
i n c r e a s i n g p r o p o r t i o n o f t o t a l e x p e n d i t u r e (a c o s t f u r t h e r 
i n c r e a s e d by "wastage") and t h a t many e n t e r p r i s e s a r c p r e p a r e d 
t o pay g r e a t e r a t t e n t i o n t o the k i n d s o f im p a c t d i f f e r e n t 
t e c h n o l o g i e s w i l l have on the people o p e r a t i n g them and t o 
ta k e t h i s i n t o a c c o u n t when c h o o s i n g between a l t e r n a t i v e 
forms o f t e c h n o l o g y . A f t e r 25 y e a r s i n t h e s h i p p i n g i n d u s t r y 
I have y e t t o f i n d a case when t e c h n o l o g i c a l a l t e r n a t i v e s 
have t r u l y been e v a l u a t e d i n terms o f t h e i r human i m p a c t . 
I n most cases, tUc a l t e r n a t i v e s a r e e v a l u a t e d i n t e r m s o f 
c o s t , s h i p e f f i c i e n c y and i n the economies o f s c a l e - f o r 
i n s h i p p i n g t h e r e i s t h e a l l - e m b r a c i n g 'scape-goat' o f t h e 
Merchant S h i p p i n g A c t s . F u r t h e r m o r e , i n gas c a r r i e r s c o s t i n g 
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£30 m i l l i o n each and i n U l t r a L a r g e C r u de C a r r i e r s c o s t i n g 
£25+ m i l l i o n e a c h , c r e w wages form so s m a l l a p a r t o f t h e 
o v e r a l l c o s t s t h a t most m a n a g e r i a l a t t e n t i o n i s g i v e n to 
t h e economic e f f i c i e n c y of t l i e s h i p s and any n e g a t i v e e f f e c t s 
a p a r t i c u l a r t e c h n o l o g y o r t r a d i n g p a t t e r n h a s on t h e c r e w s 
a r e compensated f o r by h i g h e r wages, more f r e q u e n t v a c a t i o n s 
and b e t t e r s h i p b o a r d accommodation. My p e r s o n a l e x p e r i e n c e 
and o b s e r v a t i o n s i n many s h i p p i n g companj.es c o n v i n c e me t h a t 
p e r s o n n e l managers r e s p o n s i b l e f o r t h e r e c r u i t m e n t and 
r e t e n t i o n of s e a f a r e r s a r e put i n a l m o s t i m p o s s i b l e p o s i t i o n s . 
I n a d d i t i o n to c h a n g e s i n t e c h n o l o g y , t h e r e a r e a number o f 
i d e n t i f i a b l e c h a n g e s t a k i n g p l a c e i n t h e e x t e r n a l s o c i a l 
e n v i r onn)en t . 
Maslow ( 1 9 5 4 ) s u g g e s t s t h a t p h i l o s o p h i e s a b o u t Man h a v e 
d e v e l o p e d through t h e a g e s . He s u g g e s t s t h a t d u r i n g t h e 
M i d d l e Ages we had ^ s p i r i t u a l ^ Man; d u r i n g t h e R e n a i s s a n c e 
t h e r e was * i n t e l l e c t u a l ' Man; i n c a p i t a l i s m and M a rxism we 
had * economic' Man; i n F a c i s m , " h e r o i c * Man; and t o d a y we 
s e e ' p s y c h i a t r i c a l l y h e a l t h y * Man e m e r g i n g . H e r z b e r g ( l 9 6 6 ) -
does n o t go back a s f a r a s Maslow but h e , t o o , s u g ^ c c s t s an 
e v o l v i n g p l i i l o s o p h y about Man a t work. I n t h e e a r l y d a ys of 
t h e p r o d u c t i o n l i n e , t h e w o r k e r was s e e n a s ' m e c h a n i s t i c * Man -
one who wanted to be u s e d as e f f e c t i v e l y a s p o s s i b l e but w i t h 
t h e minimum amount of e f f o r t on h i s p a r t . * Kc onomic * ' Mani: wa s 
t h e w o r k e r whose o n l y d r i v e s were ec o n o m i c w h i l e ' e m o t i o n a l * 
Man was d e r i v e d from the Hawthorne s t u d i e s and was assumed to 
be d r i v e n by s o c i a l and g roup needs of b e l o n g i n g . We now s e e 
emerging * i n s t r u m e n t a 1 * Man whose h i g h e r i n t e l l e c t u a l t a l e n t s 
need to be o r g a n i z e d i n the same was a s h i s motor a b i l i t i e s . 
A t the p r e s e n t time ( 1 9 7 3 ) we a r e p a s s i n g t h r o u g h t h e 
e n v i r o n m e n t f a s h i o n i n w h i c h p e o p l e a r e e x p r e s s i n g deep 
c o n c e r n about the e n v i r o n m e n t but a l r e a d y we can d e t e c t s i g n s 
of t h i s f a s h i o n g i v i n g way to a b r o a d e r s e t o f i d e a s and 
a s p i r a t i o n s c o n c e r n i n g t h e q u a l i t y of l i f e i n and o u t of t h e 
w o r k - p l a c e . The Man I s e e emerging i s one opposed to a b u s e 
- no m a t t e r w h e t h e r i t be abuse o f h i m s e l f as an en.ployee, 
o r as a h o u s e h o l d e r or as a s h a r e h o l d e r of l i m i t e d g l o b a l 
r e s o u r c e s . 
Roggema e t a l ( 1 9 7 0 ) echo t l i e s e c h a n g i n g p h i l o s o p h i e s a b o u t 
Man when they s u g g e s t t h a t r i s i n g s t a n d a r d s of e d u c a t i o n a s h o r e 
a r e J e a d i n g to p e o p l e becoming mf)re s e l e c t i v e and demanding a s 
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r e g a r d s t h e i r work l i f e r e s u l t i n g i n a s e a r c h f o r j o b s w h i c h 
o f f e r i n t e l l e c t u a l s t i m u l a t i o n and c h a l l e n g e , ' ^ h e i r v i e w i s 
s u p p o r t e d by McGregor ( l 9 G 7 ) who r e p o r t s t h a t t h e more 
a f f l u e n t a s o c i e t y becomes, the more s i g n i f i c a n t do 
m e a n i n g f u l c a r e e r s become to i t s members. 
The s e a r c h f o r s a t i s f y i n g c a r e e r s i s m a n i f e s t e d i n t h e much 
h i g h e r j o b - and c a r e e r - m o b i l i t y today^ f o r r a p i d c h a n g e s i n 
t e c h n o l o g y a r e f o r c i n g p e o p l e to l e a r n new s k i l l s a t v a r i o u s 
s t a g e s i n t h e i r l i v e s . G e l l e r m a n ( l 9 6 8 ) i s one of many w r i t e r s 
who s t r e s s e s t h a t i t i s g o i n g to be n e c e s s a r y to p r e s e n t the 
c o n t i n u o u s l e a r n i n g p r o c e s s a s an i n d i s p e n s a b l e means to 
s e c u r i t y , p r e s t i g e and s e l f - f u l f i l l m e n t . 
E d u c a t i o n a l methods a r e charging i n our p r i m a r y and s e c o n d a r y 
s c h o o l S o Y e a r s ago, p u p i l s s t a y e d s e a t e d a t t h e i r d e s k s f o r 
h o u r s on end and were f o r b i d d e n t o t a l k t o t h e i r c l a s s - m a t e s . 
Today we see c h i l d r e n f o r m i n g g r o u p s f o r p r o j e c t work; 
t a . l k i n g to and h e l p i n g o t h e r s ; and moving f r e e l y a r o u n d t h e 
c l a s s r o o m . People wlio p a s s e d t h r o u g h the * s i t s t i l l and don't 
t a l k * method a c c e p t e d i s o l a t e d work a t r e s t r i c t e d w o r k b e n c h e s 
i n l a t e r l i f e , but the modern y o u n g s t e r s p a s s t h r o u g h an 
e d u c a t i o n a l p r o c e s s w h i c h p r e p a r e s them f o r p a r t i c i p a t i o n i n 
t e m p o r a r y t a s k g roups i n l a t e r l i f e . The c h a n g e s w i t h i n t h e 
c l a s s r o o m s i t u a t i o n must have some e f f e c t on t h e a c c e p t a n c e 
or r e j e c t i o n of c e r t a i n s h i p b o a r d j o b s ; but s u c h e f f e c t s a s . 
t h e r e mig!it be were n o t examined d u r i n g t h i s r e s e a r c t i programme 
O t h e r changes i n s o c i e t y w h i c h must be i m p i n g i n g on s e a f a r i n g 
a r e t h e growing e m a n c i p a t i o n of women t o g e t h e r w i t h the s h i f t 
from e x t e n d e d to n u c l e a r f a m i l i e s . W h i l e the w i f e / m o t h e r i n 
an e x t e n d e d f a m i l y c o u l d r e l y upon h e r mother o r f e m a l e 
r e l a t i v e s f o r s u p p o r t d u r i n g h e r h u s b a n d * s a b s e n c e , the 
woman i n the n u c l e a r f a m i l y i s l e * f t u n s u p p o r t e d by r e l a t i v e s ^ 
The e x p e r i e n c ^ i s e x a c e r b a t e d when t h e s e a f a r e r ' s w i f e compares 
h e r own w i t h h e r n e i g h b o u r s * d o m e s t i c s i t u a t i o n s i n w h i c h 
husbands a c t i v e l y p a r t i c i p a t e i n d o m e s t i c c h o r e s . 
F i n a l l y , a n o t h e r s o c i a l change w h i c h demands a t t e n t i o n c o n c e r n s 
p a r t i c i p a t i o n i n d e c i s i o n - m a k i n g and i n t h e d i s t r i b u t i o n of 
r e w a r d s . S t i n c h c o m b e ( l 9 6 5 ) makes t h e i m p o r t a n t p o i n t t h a t 
o r g a n i z a t i o n s must r e f l e c t t h e p r e v a i l i n g m e a n i n g — s t r u c t u r e s 
of t h e i r time i n t h e i r i n t e r n a l p a t t e r n s of s o c i a l r e l a t i o n s . 
A s h o r e we s e e young p e o p l e p a r t i c i p a t i n g i n d e c i s i o n - m a k i n g 
w i t h i n t h e i r s c h o o l s , c o l l e g e s and u n i v e r s i t i e s w h i l e a d u l t 
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w o r k e r s p a r t i c i p a t e i n the management of t h e i r e m p l o y i n g 
f i r m s . The v a l u e t h a t young p e o p l e a t t a c h t o p a r t i c i p a t i o n 
must a f f e c t tlie d e gree of a c c e p t a n c e , by new r e c r u i t s , of 
t r a d i t i o n a l h i e r a r c h i c a l s t r u c t u r e s a b o a r d s h i p . 
O r g a n i z a t i o n a l c h a n g e s 
Simon ( l 9 5 9 ) , C y e r t ( 1 9 5 9 , 1 9 6 3 ) and C l a r k s o n ( l 9 6 3 ) draw 
a t t e n i o n to the g r o w i n g s e p a r a t i o n of o w n e r s h i p from 
management and t h e y q u e s t i o n t h e v a l i d i t y of the a s s u m p t i o n 
t h a t s a l a r i e d , p r o f e s s i o n a l managers a r e m o t i v a t e d by 
(company) p r o f i t maximi'/ation. I n f a c t t h e e v i d e n c e t h e y 
br-ing f o r w a r d i i i d i c a t e s t h a t managers a r c more c o n c e r n e d 
w i t h m a i n t a i n i n g an a c c e p t a b l e and a t t a i n a b l e l e v e l o f p r o f i t 
t h a n w i t h m a x i m i z i n g the p r o f i t s of t h e i r c o m p a n i e s . The 
w r i t e r s i n t h i s group d e s c r i b e the m a i n t e n a n c e o f ' a n a c c e p t a b l e 
and a t t a i n a b l e l e v e l of p r o f i t a s * s a t i s f i c i n g * and t h e 
s h i p - s l i o r e r e l a t i o n s h i p s i n many l a r g e , modern, s h i p p i n g 
c o m p a n i e s (owned b\' s l i a r e h o J d e r s and managed by s a l a r i e d , 
p r o f e s s i o n a l managers) can be u n d e r s t o o d i n terms o f 
s a t i s f i c i n g managers a t t e m p t i n g to c o n t r o l c o s t m i n i m i z i n g 
s h i p s ' o f f i c e r s . 
A n o t h e r change t a k i n g p l a c e w i t h i n o r g a n i z a t i o n s i s e m p h a s i s e d 
by Kahn e t a l ( l 9 6 4 ) who p o i n t o u t t h a t the e x p e r i e n c e of 
i n d i v i d u a l s i s l a r g e l y i n v a l i d a t e d d u r i n g p e r i o d s o f r a p i d 
t e c h n o l o g i c a J, change and, as a manager^ s e x p e r i e n c e becomes 
i r r e l e v a n t , so h i s dependence on e x p e r t i s e i n o t h e r s becomes 
a l m o s t i n f i n i t e ^ T h i s makes the h o l d e r of o f f i c i a l l y d e l e g a t e d 
power not know where he s t a n d s i n r e l a t i o n to t h e p r o f e s s i o n a l 
e x p e r t s on whom he h a s to r e l y . I s t h i s h a p p e n i n g between 
M a s t e r s and C h i e f l ^ n g i n e e r s ? 
T e c h n j . c a l changes i n s h i p p i n g 
The o v e r a l l t e c h n i c a l c h a n g e s i n s h i p p i n g have a l r e a d y been 
d e s c r i b e d i n the p r e v i o u s c h a p t e r of t h i s r e p o r t b u t a s e a r c h 
of the l i t e r a t u r e draws a t t e n t i o n t o o t h e r s i g n i f i c a n t c h a n g e s . 
Moreby ( 1 9 7 1 b ) groups t e c h n i c a l c h a n g e s i n s h i p p i n g u n d e r s i x 
g e n e r a l h e a d i n g s - new t y p e s of s h i p s ; new t y p e s o f m a c h i n e r y ; 
new methods of c o m m u n i c a t i o n ; new methods of s h i p o p e r a t i o n ; 
new s h i p b o a r d c o n t r o l s y s t e m s ; and i n c r e a s e s i n s i z e and s p e e d 
of s h i p s . H e r b s t ( 1 9 6 8 ) t a k e s t h i s f u r t h e r and, i n l o o k i n g 
f o r w a r d , s u g g e s t s t i i a t t h e r e w i l l f r e q u e n t c h a n g e s i n s h i p 
d e s i g n and o p e r a t i o n i n t h e d i r e c t i o n of g r e a t e r a u t o m a t i o n 
and more e f f i c i e n t d a t a h a n d l i n g . A t t h e time of w r i t i n g he 
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e x p r e s s e d f e a r t h a t growing m i s m a t c h e s would a r i s e between 
t h e t e c h n i c a l and s o c i a l s y s t e m s and made a p l e a f o r t e c h n i c a l 
and s o c i a l d e s i g n e r s to work more c l o s e l y t o g e t h e r . R e g r e t a b l y , 
h i s f e a r s have been borne out - e s p e c i a l l y i n t h e engincroomo 
I t i s q u i t e p o s s i b l e to r a n k - o r d e r a l l t h e t a s k s i n a s h i p ^ s 
c n g i n e r o o m by d e g r e e of s k i l l r e q u i r e m e n t s or d i f f i c u l t y ^ A t 
t h e top of s u c h l i s t one would f i n d f a u l t - f i n d i n g w i t h i n 
c o m p l i c a t e d , e l e c t r o n i c c o n t r o l c i r c u i t s w h i l e , t o w a r d s t h e 
bottom,one would f i n d w i p i n g up o i l s p i l l s on f l o o r - p l a t e s . 
I n the o l d e r , m a n u a l l y - o p e r a t e d e n g i n e r o o m t h e r e was an a l m o s t 
unbroken range of s k i l l demands from bottom to top of t h e t a s k 
l i s t and i t was p e r f e c t l y p o s s i b l e to r e c r u i t a man f o r t h e 
l o w e r t a s k s and, t hrough f o r m a l and i n f o r m a l t r a i n i n g , to 
a l l o w him to p r o g r e s s upwards to t h e l i m i t s of h i s a b i l i t y . 
Now t h a t a u t o m a t i o n i s w i t h us we f i n d t h a t the r a n g e o f t a s k s 
has been broken by the m i d d l e t a s k s b e i n g a u t o m a t e d . T h e r e a r e 
s t i l l r e m a i n i n g the l o w e r t a s k s of w i p i n g f l o c r - p l a t e s and t h e 
most d i f f i c u l t t a s k s o f f a u l t - f i n U i n g and r e p a i r - but no l o n g e r 
can a man p r o g r e s s from bottom to t o p ; two s e p a r a t e t y p e s of 
p e o p l e have to be r e c r u i t e d . The s e r i o u s c o n s e q u e n c e s of 
e ngineroom a u t o m a t i o n a r e w e l l r e p o r t e d by Roggema ( 1 9 7 1 b ) . 
S o c i a l c h a n g e s i n s h i p p i n g . 
The o v e r a l l s o c i a l c h a n g e s i n s h i p p i n g have a l r e a d y been 
d e s c r i b e d but a d d i t i o n a l c h a n g e s emerged from t h e l i t e r a t u r e 
s e a r c h and, i n f a c t , became one o f t h e f o c i of the r e s e a r c h . 
A s h o r e we have se e n a marked d e c r e a s e i n p a t e r n a l i s m , f o r 
modern w o r k e r s b e l i e v e t h a t t h e i r e m p l o y i n g c o m p a n i e s s h o u l d 
no t t r y to c o n t o l t h e i r o f f - d u t y a c t i v i t i e s . At s e a we s e e 
q u i t e the r e v e r s e f o r , i n an a t t e m p t to r e t a i n s e a f a r e r s , 
owners of u n a t t r a c t i v e s h i p s - f o r e x a m p l e , th e l a r g e c r u d e 
c a r r i e r s t r a d i n g between the G u l f and E u r o p e a r o u n d t h e Cape -
a r e g i v i n g t h e i r s e a f a r e r s more and more f r i n g e b e n e f i t s . 
But p r o b a b l y the most i m p o r t a n t s o c i a l change c o n c e r n s t h e 
d i f f i c u l t y or i m p o s s i b i l i t y o f young r e c r u i t s m e e t i n g t h e i r 
e x p e c t a t i o n s about the s e a . Modern s h i p s and modern methods 
of o p e r a t i o n a r e so v a s t l y d i f f e r e n t from s h i p s of the p a s t 
t h a t any young p e r s o n wlio comes to s e a w i t h b e l i e f s b a s e d on 
" H o r n b l o w e r " - t y p e n o v e l s and f i l m s i s bound to be d i s a p p o i n t e d . 
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THE INDIVIDUAL SEAFARER 
P e r s o n a l i t y 
P e r s o n a l i t y i s v a r i o u s l y d e s c r i b e d i n t h e l i t e r a t u r e . T h e r e 
a r e many d i f f e r e n t d i m e n s i o n s of p e r s o n a l i t y some o f w h i c h , 
i t i s c l a i m e d , can be measured by p a p e r t e s t s . As y e t , t h e r e 
i s i n s u f f i c i e n t e v i d e n c e to d e t e r m i n e w h e t h e r s e a f a r i n g ( w h i c h 
i s not s i m p l y a n o t h e r ..job, i t i s a d i f f e r e n t way o f l i f e ) does 
or does not a t t r a c t p e o p l e who have one or more of t h e i r 
p e r s o n a l i t y v a r i a b l e s s i g n i f i c a n t l y away from t h e means of 
s h o r e p e o p l e i n g e n e r a l . 
Roe (195G) s t r e s s e s t h a t no two i n d i v i d u a l s a r e e x a c t l y a l i k e 
- d i f f e r e n t e n v i r o n m e n t s a r e e x p e r i e n c e d i n the e a r l y y e a r s , 
t h e r e a r c d i f f e r e n t h e r e d i t a r y f a c t o r s , d i f f e r e n t r a t e s of 
b o d i l y d e v e l o p m e n t , i n t e l l i g e n c e , a p t i t u d e s and i n t e r e s t s . 
H e r b s t ( l 0 7 O ) t a k e s t h i s f u r t h e r by p o i n t i n g out t h a t e a c h one 
of us c a r r i e s around h i s own s e t of " m e a n i n g s " a g a i n s t w h i c h 
he e v a l u a t e s e x t e r n a l e v e n t s . No e v e n t or t h i n g c a n be 
i n t r i n s i c a l l y good or bad, a t t r a c t i v e o r u n a t t r a c t i v e , u n t i l 
i t has been s u b j e c t i v e l y e v a l u a t e d by a p e r s o n a g a i n s t h i s 
own, p e r s o n a l s e t of "meanings". F o r e x a m p l e , a t a n k e r t r a d i n g 
around the Cape may be e x p e r i e n c e d by one man a s t l i e most 
b o r i n g , u n a t t r a c t i v e t r a d e i n the w o r l d w h i l e to a n o t h e r man, 
keen on s a v i n g money, the same t r a d e i s h i g h l y a t t r a c t i v e . 
T h i s s u b j e c t i v e e v a l u a t i o n of t h i n g s and e v e n t s by i n d i v i d u a l s 
became one of the most d i f f i c u l t p a r t s of the r e s e a r c h programme 
What th e r e a l i t y of s h i p p i n g ? I came to the c o n c l u s i o n t h a t 
t h e r e i s no a b s o l u t e r e a l i t y but s i m p l y a s e t o f r e l a t i v e s . 
S i l v e r m a n ( 1 9 7 0 ) t a k e s tlie same v i e w f o r he s u g g e s t s t h a t the 
key to under s t a n d j.ng o r g a n i z a t i o n a l b e h a v i o u r l i e s i n 
i d e n t i f y i n g the s e t s o f meanings t h a t p e o p l e b r i n g w i t h tlieiii 
i n t o the o r g a n i z a t i o n , 
A r g y l e ( 1 9 6 7 ) , on the o t h e r hand, h o l d s t h a t s e l f - i m a g e i s the 
c e n t r a l c o r e of b o d i l y f e e l i n g s where s e l f - i m a g e i s r e l a t e d to 
b o d i l y image, s e x , age, e t e e t e r a , and to some s u b - i d e n t i t i e s 
w h i c h the i n d i v i d u a l h o l d s i n r e l a t i o n to p a r t i c u l a r a c t i v i t i e s 
or g r o u p s . I n i ^ e l a t i o n to t h e s e o t h e r s he p l a y s a number of 
r o l e s i n p a r t i c u l a r s t y l e s and t h e way he s e e s h i m s e l f i n each 
r o l e i s p a r t o f h i s e g o - i d e n t i t y . E g o - i d e a l I s the k i n d of 
p e r s o n one would most I J k e to be and one form of n e u r o t i c i s m 
i s r e l a t e d to a h i g h degree of c o n f l i c t between s e l f - i m a g e and 
e g o - i d e a l ; t h i s may l e a d to low s e l f - e s t e e m . 
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S e l f - e s t e e m i s the e x t e n t to w h i c h a p e r s o n a c c e p t s h i m s e l f a s w o r t h y 
o f p r a i s c j e i t h e r a b s o l u t e l y or i n c o m p a r i s o n w i t h o t h e r s . We may 
need to pay p a r t i c u l a r a t t e n t i o n to t h e s e l f - e s t e e m o f " f i r s t - t r i p p e r s ' * 
and to a l l j u n i o r g r a d e s of s e a f a r e r s who may be t h w a r t e d i n t h e i r 
e f f o r t s to a t t a i n g r e a t e r s e l f - e s t e e m by t h e p a r t i c u l a r c o n t r o l and 
s u p e r v i s o r y methods e x e r c i s e d by t h e s e n i o r o f f i c e r s . T h e r e i s some 
e v i d e n c e t o s u g g e s t t h a t t h i s i s an i m p o r t a n t f a c t o r among t h e c a u s e s 
of w a s t a g e of j u n i o r deck o f f i c e r s . 
Harvey (19G7) p u t s f o r w a r d a v e r y u s e f u l n o t i o n ( f o r u s e d u r i n g t h i s 
p e r i o d of r a p i d c l i a n g e ) when he d e s c r i b e s f o u r s e l f - s y s t e m s : -
\) Those who have s t r o n g p o s i t i v e t i e s w i t h r e p r e s e n t a t i v e s of 
i n s t i t u t i o n a l a u t h o r i t y and a r e d e p e n d e n t upon them. They have h i g h 
i d e n t i f i c a t i o n w i t h s o c i a l r o l e s and a r e h i g h l y c o n v e n t i o n a l . 
2 ) T h o s e who r e j e c t s o c i a l r u l e s and a v o i d d e p e n d e n c y upon 
i n s t i t u t i o n a l a u t h o r i t y . However, t h e y have no p e r s o n a l l y d e r i v e d 
s t a n d a r d s and a r e i n somewhat of a vacuum. 
3) ^ i i o s e whose main c o n c e r n seems to be r e l a t e d to e s t a b l i s h i n g f r i e n d -
s h i p s i n o r d e r to a v o i d f e e l i n g h e l p l e s s o r i s o l a t e d , 
4 ) Those who a r e s t r o n g l y o r i e n t e d t o w a r d s t a s k s , r i s k - t a k i n g , 
e x p l o r a t o r y b e h a v i o u r and i n d e p e n d e n c e . 
U s i n g two s c a l e s F ( a u t h o r i t a r i a n ) and 0 ( d o g m a t i s m ) , Harvey found t h a t 
System 1 p e o p l e had h i g h F and h i g h D s c o r e s 
S y s t e m 2 p e o p l e had low F and h i g h D s c o r e s 
System 3 p e o p l e had m i d d l e F and m i d d l e D s c o r e s 
S y s t e m 4 p e o p l e had low F and low D s c o r e s 
H a r v e y then found t h a t , f o r System 1 p e o p l e , an e f f e c t i v e s o u r c e of 
I n f o r m a t i o n and c h a n g e s needs to be a p e r s o n o f h i g h o f f i c i a l s t a t u s ; 
S ystem 2 p e o p l e r e j e c t i n f o r n i a t i o n coming from a u t h o r i t y and, i n f a c t , 
a r e more i n f l u e n c e d by a low s t a t u s s o u r c e ; S y s t e m 3 p e o p l e a r e most 
i n f l u e n c e d by group a t t i t u d e s and norms; w h i l e S y s t e m 4 p e o p l e 
c o m p l e t e l y i g n o r e t h e s t a t u s of t h e i n f o r m a t i o n g i v e r and a r e more 
i n f l u e n c e d by h i s e x p e r t e s e . I f v/e a r e g o i n g to i n t r o d u c e a p l a n n e d 
change i n t o s h i p s or s h i p p i n g c o m p a n i e s we may n e e d t o c h e c k s e a and 
s h o r e s t a f f s a g a i n s t t h e s e F and D s c a l e s i n o r d e r to d e t e r m i n e t h e 
most e f f e c t i v e s o u r c e s o f i n f o r m a t i o n and c h a n g e f o r , i n t h e a b s e n c e 
of p u b l i s h e d i n f o r m a t i o n , i t would be q u i t e d a n g e r o u s to assume t h a t 
a l l deck o f f i c e r s a r e System 1 p e o p l e w h i l e a l l e n g i n e e r o f f j : c e r s a r e 
System 4 p e o p l e . 
N c u r o t i c i s m v s e m o t i o n a l s t a b i l i t y i s a n o t h e r p e r s o n a l i t y d i m e n s i o n 
of some i m p o r t a n c e among s e a f a r e r s and a t t e n t i o n i s drawn t o i t i n 
t h e s p e c i f i c s e a f a r i n g - £S w e l l a s i n t h e g e n e r a l - l i t e r a t u r e . 
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Kahn e t a l ( 1 9 6 4 ) s t a t e t h a t n e u r o t i c a n x i e t y i n d i c a t e s e x treme 
s e n s i t i v i t y t o p o t e n t i a l l y s t r e s s f u l s i t u a t i o n s ; p r o n e n e s s to f e e l i n g s 
of t e n s i o n and a n x i e t y ; u n r e a l i s t i c a t t i t u d e s t o w a r d s t h e s e l f ; g u i l t ; 
f a t i g u e ; e t c . P eople h i g h on t h i s d i m e n s i o n a r e l e s s a b l e to t o l e r a t e 
r o l e s t r e s s and a r e l e s s a b l e to h a n d l e c o n f l i c t i n g p r e s s u r e s from 
o t h e r s . T h i s i n a b i l i t y i n c r e a s e s t e n s i o n and t h e n e u r o t i c ' s t h o u g h t s 
t u r n t o w a r d s r e d u c i n g t h e d i s c o m f o r t s of t h e e m o t i o n a l s t r e s s r a t h e r 
t h a n t o w a r d s s o l v i n g the problem. We s h o u l d n o t e , i n DOT ( 1 9 7 0 ) V o l I I 
T a b l e 75, the h i g h p r o p o r t i o n of s e a f a r e r s r e p o r t i n g t h a t bad atmosphere 
on board makes them f e e l d e p r e s s e d . 
One p a r t i c u l a r s h i p p i n g company, r e p o r t e d by Moreby ( l 9 6 8 a ) , r e j e c t s 
a p p l i c a n t s who show h i g h i n i t i a l n e u r o t i c s c o r e s on t h e M a u d s l e y 
P e r s o n a l i t y I n v e n t o r y and c o n f i r m i n g e v i d e n c e o f h i g h n e u r o t i c i s m b e i n g 
a " d anger sign** comes from t h e s t u d y by Brun G u l b r a n d s e n & I r g e n s -
J e n s e n ( i 9 6 4 ) . These r e s e a r c h e r s d e v e l o p e d a " h a n d i c a p i n d e x " r e l a t e d 
t o ( i ) a b n ormal home e n v i r o n m e n t ; ( i i ) low e d u c a t i o n ; and ( i l l ) h i g h 
n e u r o t i c s c o r e . They found a s t e a d y and marked i n c r e a s e i n a l c o h o l 
abuse among s e a f a r e r s w i t h a h i g h h a n d i c a p i n d e x . 
A n o t h e r i m p o r t a n t p e r s o n a l i t y d i m e n s i o n d u r i n g t h i s time of r a p i d 
change i s f l e x i b i l i t y v s r i g i d i t y . Kahn e t a l ( 1 9 6 4 ) r e p o r t on t h i s 
t r a i t and found t h a t w h i l e f l e x i b i l i t y i s r e l a t e d to o p e n - m i n d e d n e s s 
and to an e m p h a s i s on c o l l e g i a l r e l a t i o n s h i p s r a t h e r t h a n on 
a u t h o r i t a r i a n r e l a t i o n s h i p s , the r i g i d p e r s o n i s d o g m a t i c and 
a u t h o r i t a r i a n i n h i s i n t e r p e r s o n a l r e l a t i o n s h i p s v ; i t h o t h e r s - t h e 
r i g i d p e r s o n p r e f e r s h i s r e s p o n s i b i l i t i e s t o be w e l l - d e f i n e d and s t a b l e 
K e l l y ( 1 955) p u t s forv^ard t h e n o t i o n of t h e i n n e r p e r s o n a l c o n s t r u c t 
a g a i n s t w h i c h we v i e w the o u t e r w o r l d and p o i n t s to t h e r i g i d p e r s o n 
who i s h i g h l y s e l e c t i v e and r i g i d i n the s o r t o f i n f o r m a t i o n he i s 
p r e p a r e d to t a k e i n ; he t h i n k s i n t e r m s o f b l a c k and w h i t e and c a n n o t 
a c c e p t s h a d e s of g r e y . But a s we undergo c h a n g e i n s h i p p i n g we s h a l l 
have to pay i n c r e a s i n g a t t e n t i o n to the g r e y a r e a s and too many r i g i d 
p e o p l e w i t h i n t h e i n d u s t r y c o u l d form a b a r t o d e v e l o p m e n t . 
S t i l l a n o t h e r p e r s o n a l i t y d i m e n s i o n w h i c h may have some i m p o r t a n c e f o r 
s e a f a r e r s i s i n t r o v e r s i o n v s e x t r a v e r s i o n . Vroom ( 1 S 6 4 ) found t h a t t h e r j 
a r e s i g n i f i c a n t d i f f e r e n c e s i n the r e s p o n s e t o p r a i s e and c r i t i c i s m -
i n t r o v e r t s , f o r example, improve t h e i r p e r f o r m a n c e more r e a d i l y a f t e r 
c r i t i c i s m t h a n do e x t r a v e r t s . Some s h i p p i n g c o m p a n i e s a r e a l r e a d y 
p a y i n g a t t e n t i o n to t h i s p e r s o n a l i t y d i m e n s i o n but a l o t more work 
needs t o be done on the r e l a t i o n s h i p between t h i s d i m e n s i o n and t h e 
d i f f e r e n t s u p e r v i s o r y methods ad o p t e d by s e n i o r o f f i c e r s . 
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No d e s c r i p t i o n of t h e p e r s o n a l i t y of s e a f a r e r s would be 
c o m p l e t e w i t h o u t some r e f e r e n c e t o t h e " a u t h o r i t a r i a n 
p e r s o n a l i t y " , f o r i t h a s been s u g g e s t e d - but n o t p r o v e n -
t h a t some men a r e a t t r a c t e d i n t o the deck o f f i c e r g r o u p 
b e c a u s e of t h i s f e a t u r e of t h e i r p e r s o n a l i t i e s o 
Adorno e t a l ( 1 9 5 0 ) s u g g e s t t h a t a u t h o r i t a r i a n p e r s o n a l i t i e s 
d e v e l o p d u r i n g chiJ.dhood when t h e p a r e n t s ' r e l a t i o n s h i p w i t h 
t h e c h i l d b r e e d s a f e e l i n g of i n s e c u r i t y a r i s i n g from an 
e m p h a s i s on power r a t h e r t han on l o v e . Such a p e r s o n , a s he 
grows up, s e e s the w o r l d a s a j u n g l e i n w h i c h m i g h t i s 
r i g h t , and a u t h o r i t a r i a n r e s p o n s e s a r c b r o u g h t i n t o p l a y 
w henever t h a t p e r s o n f e e l s i n s e c u r e o r t h r e a t e n e d . 
I n the w o r k i n g s i t u a t i o n , the a u t h o r i t a r i a n a c c e p t s w i t h o u t 
q u e s t i o n the i n s t r u c t i o n s from h i s s u p e r i o r s and t h e n a d o p t s 
a " p o l i c e m a n ' s " r o l e a s he f o r c e s h i s s u b o r d i n a t e s to c a r r y 
o u t t h e s e r e c e i v e d o r d e r s . He c a n n o t t o l e r a t e h i s s u b o r d i n a t e s 
q u e s t i o n i n g t h e s e o r d e r s f o r he, i n t u r n , c a n n o t and w i l l n o t 
q u e s t i o n h i s s u p e r i o r s . I n s u c h a s i t u a t i o n he e i t l i e r b r i n g s 
f o r w a r d some e x i s t i n g or h u r r i e d l y i n v e n t e d r u l e s o r he c a l l s 
f o r t l i some mytliology to answer h i s s u b o r d i n a t e s ' q u e s t i o n s , 
Adorno e t a l t a k e t h i s f u r t h e r and d e s c r i b e a u t h o r i t a r i a n i s m 
a s e n c o m p a s s i n g h i g h c o n v e n t i o n a l i s m ; o v e r - c o n c e r n w i t h 
s t a t u s and power; s u b m i s s i o n and a g g r e s s i o n ; and c y n i c i s m . 
With h i n d s i g h t , I now r e a l i s e t h a t I s h o u l d h a v e i n c l u d e d 
t h e l o n g or s h o r t " F " s c a l e s ( w h i c h measure a u t h o r i t a r i a n i s m , ) 
among my s u r v e y i n s t r u m e n t s f o r h i g h a u t h o r i t a r i a n i s m may 
have h e l p e d to e x p l a i n some o f t h e b e h a v i o u r a b o a r d some of 
the s h i p s v i s i t e d . 
H immelweit & S w i f t ( l 9 7 0 ) , however, a r g u e t h a t we must 
d i f f e r e n t i a t e between the d i f f e r e n t m a n i f e s t a t i o n s of 
a u t h o r i t a r i a n i s m j u s t a s we d i f f e r e n t i a t e between d i f f e r e n t 
m a n i f e s t a t i o n s of n e u r o t i c i s m . '^hey s u g g e s t ; f ourr a s j D c c t s of 
a u t h o r i t a r i a n i s m ; -
1) an a u t h o r i t a r i a n v i e w of s o c i e t y ; 
2 ) an a u t h o r i t a r i a n v i e w of p a r e n t a l r u l e ; 
3 ) pro c o n f o r m i t y and the s t a t u s quo ( w i t h a f e e l i n g of 
p o w c r l e s s n e s s a t w o r k ) ; and 
4 ) a j a u n d i c e d v i e w of l i f e . 
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They found t h a t a u t h o r i t a r i a n i s m i s more p r e v a l e n t among 
w o r k i n g c l a s s t h a n among m i d d l e and upper c l a s s p e o p l e , and 
t h a t the s c h o o l r a t h e r t h a n t h e home h a s t h e g r e a t e r c a u s a l 
e f f c c t . j Among a d o l e s c e n t s they found a s t r o n g c o r r e l a t i o n 
between a j a u n d i c e d v i e w of l i f e , i n t e l l i g e n c e q u o t i e n t and 
type of s c h o o l . 
Kahn e t a l ( l 9 6 4 ) found t h a t t h e r i g i d , a u t h o r i t a r i a n t y p e 
of p e r s o n u s u a l l y shows who 1 eliea r t e d d e d i c a t i o n to t h e 
o r g a n i z a t i o n and r e s p o n s i b i l i t i e s a s s i g n e d to him by o f f i c i a l s 
of t h a t o r g a n i z a t i o n . The a u t h o r i t a r i a n i s a good s u b o r d i n a t e 
and, when promoted to top r a n k , f i n d s i t r e l a t i v e l y e a s y to 
s w i t c h r o l e s and t a k e c h a r g e ^ ile h a s many f e a t u r e s w h i c h 
make him a p p e a r a t t r a c t i v e f o r employment i n a m e r c h a n t s h i p 
b u t , a s Rokeach ( 1 9 G 0 ) , Harvey ( 1 9 6 7 ) and H i m m c l w e i t & S w i f t 
( l 9 7 0 ) s t r e s s , the main w e a k n e s s of t h e a u t h o r i t a r i a n i s h i s 
i n a b i l i t y to a s s i m i l a t e new i n f o r m a t i o n and to c h a n g e . 
T h e r e a r e s t r o n g g rounds f o r b e l i e v i n g t h a t p e r s o n a l i t y 
d e v e l o p m e n t i s i n t i m a t e l y bound up w i t h the e a r l y r e l a t i o n s h i p s 
between th e c l i i l d and h i s p a r e n t s . F r i e n d & Haggard ( 1 9 4 8 ) , 
f o r e x a m p l e , found a r e l a t i o n s h i p between e a r l y l i f e and l a t e r 
a d j u s t m e n t to work. They found t h a t t h o s e men who w e r e a b l e 
to a d j u s t to t h e i r w o r k i n g s i t u a t i o n s caine from c l o s e l y k r . i t , 
s t r o n g l y u n i f i e d f a m i l i e s ; Iiad more a f f e c t i o n f o r . t h e i r 
f a t h e r s ; showed some i n d e p e n d e n c e ; and had been s a t i s f i e d w i t h 
s c h o o l J i f e . The men who had d i f f i c u l t y i n a d j u s t i n g to work 
came from d i s o r g a n i z e d f a m i l i e s ; d i s l i k e d t h e i r p a r e n t s and 
s i b l i n g s ; had more deviai»t f a m i l y members; and, t h r o u g h b e i n g 
t h e i r p a r e n t s ' " f a v o u r i t e s " , had been s p o i l e d i n e a r l y life„ 
The f i n d i n g s of ''"riend & Haggard a r e more e a s i l y u n d e r s t o o d 
i n terms of Maslow ( 1 9 5 4 ) who e m p h a s i s e s t h a t d e p r i v a t i o n and 
t h e t h w a r t i n g of b a s i c needs i n e a r l y l i f e h ave a d i r e c t b e a r i n g 
on t h e i n a b i l i t y of t h e man to cope w i t h s i m i l a r d e p r i v a t i o n s 
i n l a t e r l i f e . A l t h o u g h work may be a s a t i s f i e r of p r e s e n t n e e d s , 
i t c a n n o t s a t i s f y a l l the s e r i o u s d e f i c i e n c i e s o f t h e e a r l y 
y e a r s , y e t the d e g r e e to w h i c h a p e r s o n makes s p e c i a l demands 
of h i s j o b or needs s p e c i a l a p p r e c i a t i o n and s t a t u s i s 
r e l a t e d t o d e p r i v a t i o n s i n h i s e a r l y y e a r s - i n h i s work he 
t e n d s to s e e k t h o s e s a t i s f a c t i o n s f o r m e r l y d e n i e d t o him. '^hus, 
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i f t h e s p e c i a l f e a t u r e s o f s e a l i f e make i t i m p o s s i b l e f o r c e r t a i n needs 
to be s a t i s f i e d t h e n we had b e t t e r r e j e c t a p p l i c a n t s who a r e s e e k i n g 
t h e s a t i s f a c t i o n o f t h e s e s p e c i f i c n e e d s . One o f t h e s e b a s i c n e e d s i s 
l o v e or b c l o n g i n g n e s s w h i c h s i m p l y c a n n o t be s a t i s f i e d i n t h e modern 
s h i p and t h e boy who h a s n o t e n j o y e d a happy, l o v i n g , home l i f e s h o u l d 
not be r e c r u i t e d f o r l i f e a t s e a . 
T h e r e i s a s m a l l but g r o w i n g amount o f e v i d e n c e w h i c h s u g g e s t s t h a t 
e n g i n e e r c a d e t a p p l i c a n t s have a b e t t e r r e l a t i o n s h i p w i t h t h e i r f a t h e r s 
than do t h e a p p l i c a n t s f o r deck c a d e t s h i p s . One p o s s i b l e r e a s o n f o r 
t h i s i s found i n Roe ( 1 9 5 6 ) whose r e s e a r c h shows t h a t p a s t e x p e r i e n c e 
i s c r u c i a l i n t h e development of i n d i v i d u a l i n t e r e s t s and d r i v e s . She 
s u g g e s t s t h a t t h e f a m i l y s i t u a t i o n i n w h i c h t h e c h i l d i s a d e q u a t e l y 
l o v e d w i t h o u t making him the f o c u s o f i n t e n s e p e r s o n a l r e l a t i o n s h i p s 
e n c o u r a g e s t h e c h i l d t o f o c u s h i s a t t e n t i o n on e x t e r n a l o b j e c t s i n t h e 
e n v i r o n m e n t r a t h e r than on p e o p l e - h i m s e l f or o t h e r s . From t h i s a s e t 
of i n t e r e s t s seem to d e v e l o p w h i c h m a n i f e s t t h e m s e l v e s i n t h e 
m e c h a n i c a l and s c i e n t i f i c f i e l d s and l e a d t o t h e s e l e c t i o n o f 
o c c u p a t i o n s a p p r o p r i a t e to t h e s e i n t e r e s t s . 
F u r t h e r r e s e a r c h w i l l need to be done to d e t e r m i n e t h e r e l a t i o n s h i p , i f 
any, between home background and c h o i c e of d e p a r t m e n t and g r a d e o f 
work a b o a r d s h i p , and t h e upward d e v e l o p m e n t o f t h e man i n h i s c h o s e n 
d e p a r t m e n t . We may need to t a k e i n t o a c c o u n t t h e work of B a r n e t t e t a l 
( 1 9 5 2 ) who found t h a t w h i l e t h e f a t h e r ' s o c c u p a t i o n i s r e l a t e d to t h e 
f i e l d of o c c u p a t i o n a l c h o i c e , the m o t h e r ' s b a c k g r o u n d i s a more 
i m p o r t a n t f a c t o r i n d e t e r m i n i n g the l e v e l o f s o c i o - e c o n o m i c a s p i r a t i o n . 
The w h ole i s s u e of o c c u p a t i o n a l c h o i c e i s d e a l t w i t h l a t e r i n t h i s 
C h a p t e r . 
Needs 
Maslov/, Roe, H e r z b c r g and o t h e r s b e l o n g to what h a s been c a l l e d t h e 
" s e l f - a c t u a l i s i n g s c h o o l " of p s y c h o l o g i s t s and, a s a s o c i o l o g i s t , 
S i l v e r m a n ( 1 9 7 0 ) t a k e s i s s u e w i t h t h i s s c h o o l by s u g g e s t i n g t h a t 
" n e eds" a r e n o t r e a l , c a n n o t be v a l i d a t e d and a r e n o t h i n g more t h a n a 
u s e f u l t o o l f o r u n d e r s t a n d i n g b e h a v i o u r , S i l v e r m a n a t t a c h e s i m p o r t a n c e 
to t h e "meanings" p e o p l e d e v e l o p w i t h i n t h e m s e l v e s and a g a i n s t w h i c h 
they e v a l u a t e e x t e r n a l e v e n t s . 
Mov/ever, Maslow ( 1954) d i d drav/ on a g r e a t d e a l of c l i n i c a l r e s e a r c h 
i n d e v e l o p i n g h i s c o n c e p t of a " h i e r a r c h y o f n e e d s " and t h e w e a l t h of 
f u r t h e r r e s e a r c h w h i c h h a s stemmed f r o i n t h i s c o n c e p t c a n n o t be i g n o r e d . 
I n t h e i r o r i g i n a l form, t h e h i e r a r c h y o f n e e d s s t a r t e d w i t h t h e 
p h y s i o l o g i c a l needs f o r food and w a t e r ; n e x t above came t h e s a f e t y 
n eeds w h i c h i n c l u d e the needs f o r s h e l t e r and warmth; above t h a t came 
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t h e need f o r b e l o n g i n g n e s s and l o v e ; t h e need f o r e s t e e m ; t h e n e e d 
f o r s e l f - a c t u a l i s a t i o n and s e l f - f u l f i l l m e n t ; and, f i n a l l y , t h e 
a e s t h e t i c needs<, 
Roe ( 1 9 5 6 ) d r a w i n g on d i s c u s s i o n s a nd c o r r e s p o n d e n c e w i t h Maslow 
i n t e r p r e t s t h e h i e r a r c h y of n e e d s a s f o l l o w s : -
1) The p h y s i o l o g i c a l n e e d s . 
2 ) The s a f e t y n e e d s . 
3 ) Ttie need f o r b e l o n g i n g n e s s and l o v e . 
4 ) The need f o r i m p o r t a n c e , r e s p e c t , s e l f - e s t e e m and i n d e p e n d e n c e . 
5 ) The need f o r i n f o r m a t i o n . 
6 ) The need f o r u n d e r s t a n d i n g , 
7) The need f o r b e a u t y , 
8 ) The need f o r s e i f - a c t u a l i s a t i o n . 
As a l o w e r n e e d i s s a t i s f i e d ( n o t n e c e s s a r i l y c o m p l e t e l y ) s o t h e n e x t 
h i g h e r need emerges and the argument between s u p p o r t e r s and o p p o n e n t s 
o f t h i s c o n c e p t t u r n s on w h e t h e r t h e same o r d e r of n e e d s a p p l i e s t o 
a l l p e o p l e ^ T h e r e i s some e v i d e n c e t o s u g g e s t t h a t t h e o r d e r o f t h e 
l o w e r needs a r c g e n e r a l l y a p p l i c a b l e b u t , even t h e n , we do s e e c a s e s 
of i m p o v e r i s h e d a r t i s t s g o i n g hungry i n o r d e r t o p a i n t f o r t h e s a k e 
of b eauty or t h e i r own s e l f - a c t u a l i s a t i o n . 
A n o t h e r p a r t of t h e argument t u r n s on w h e t h e r a p e r s o n c a n s k i p p a s t 
some of h i s n e e d s , no m a t t e r i n what p e r s o n a l o r d e r he h o l d s themo 
F o r example, i t c o u l d be c l a i m e d t h a t t h e p h y s i o l o g i c a l and s a f e t y 
n e e d s a r e s a t i s f i e d f o r most s e a f a r e r s i n modern s h i p s . The l o v e n e e d 
c a n n o t be s a t i s f i e d a b o a r d s h i p . The need f o r i m p o r t a n c e , r e s p e c t e t c 
can be s a t i s f i e d f o r some but not a l l of t h e members o f t h e s h i p ' s 
c rew. To d a t e t h e r e i s no p u b l i s h e d i n f o r m a t i o n on the o r d e r o f n e e d s 
among s e a f a r e r s and how they cope w i t h t h e t h w a r t i n g o f the s a t i s f a c t i o i | 
of a h i g h e r need but t h e r e i s some s l i g h t e v i d e n c e to s u g g e s t t h a t one 
need i n the h i e r a r c h y can be h e l d i n a b e y a n c e u n t i l i t can be s a t i s f i e d 
The b e s t example i s the l o v e need-and t h e b e h a v i o u r o f some s e a f a r e r s 
i n t h e i r r e l a t i o n s w i t h a n i m a l s , c h i l d r e n and women c a n be u n d e r s t o o d 
i n t e r r a s the emerging dominance of t h i s n e e d when i t c a n be s a t i s f i e d . 
T h e r e i s a l s o a hunch t h a t t h e need f o r i m p o r t a n c e e t c i s t e m p o r a r i l y 
s a t i s f i e d by t e l l i n g y a r n s a b o a r d s h i p and a s h o r e . Q u i t e o f t e n t h e 
y a r n i s based on t h e t e l l e r ' s s e x u a l p r o w e s s or on h i s s e a m a n l i k e s k i l l 
w h i c h s a v e d the s h i p from d i s a s t e r . 
I t i s v e r y i m p o r t a n t f o r us t o know how s e a f a r e r s s a t i s f y t h e i r n e e d s 
f o r an u n s a t i s f i e d need c a n become a m o t i v a t o r w h i l e t h e c o n t i n u a l 
t h w a r t i n g of a b a s i c need can l e a d t o m e n t a l s i c k n e s s . 
Now i f we d e f i n e a man who i s b a s i c a l l y t h w a r t e d a s s i c k , and s i n c e 
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s u c h t h w a r t i n g c a n o n l y come from f o r c e s o u t s i d e t h e i n d i v i d u a l , t h e n 
s i c k n e s s ( w i t h i n t h i s d e f i n i t i o n ) can o n l y come from s o c i a l 
c o n d i t i o n s s u r r o u n d i n g t h e i n d i v i d u a l . T h i s i s i m p o r t a n t when 
c o n s i d e r i n g the s e a f a r e r ^ f o r some r e s e a r c h i n t o t a l i n s t i t u t i o n s and 
a l i t t l e r e s e a r c h a b o a r d s h i p shows t h a t f r i e n d s h i p s and i n t e r p e r s o n a l 
r e l a t i o n s a r e a t a v e r y s u p e r f i c i a l l e v e l i n s h i p s . T h i s means t h a t 
d u r i n g h i s time a b o a r d s h i p the s e a f a r e r i s t h w a r t e d i n s a t i s f y i n g 
h i s need f o r l o v e and b e l o n g i n g and, i f he t e m p o r a r i l y s k i p s t h i s and 
g oes on t o t h e n e x t h i g h e r n e e d , he w i l l a t t a c h e x t r a w e i g h t t o t h e 
s a t i s f a c t i o n of h i s e s t e e m n e e d s . But c e r t a i n g r a d e s o f s h i p b o a r d j o b s 
and t h e s u p e r v i s o r y method and h i e r a r c h i c a l s t r u c t u r e may even p r e v e n t 
him from s a t i s f y i n g h i s e s teem n e e d s . The key to c r e a t i n g a c c e p t a b l e 
new manning s t r u c t u r e s may l i e i n c r e a t i n g c o n d i t i o n s u n d e r w h i c h 
s e a f a r e r s can s a t i s f y most, i f n o t a l l , o f t h e i r b a s i c n e e d s and we 
can l o o k f o r v j a r d e a g e r l y to the r e s u l t s of t h e c u r r e n t r e s e a r c h a t 
G o t henburg U n i v e r s i t y ( u n d e r H a n s - i i r i k W e r t h e n ) t h e a i m of w h i c h i s 
t o c h e c k the Maslow h i e r a r c h y of n e e d s among s e a f a r e r s . 
The work of Moreby fii T r a i l ( 1 9 7 1 ) p o i n t s t o w a r d s s e a f a r e r s c h a n g i n g 
th e i m p o r t a n c e t h e y a t t a c h t o c e r t a i n n e e d s and g o a l s a s s a t i s f a c t i o n 
or a c h i e v e m e n t becomes more p r o b a b l e * T h e i r work i s i n harmony w i t h 
H e r z b e r g ' s ( 1 9 6 6 ) n o t i o n s of " m o t i v a t o r s " and " s a t i s f i e r s " . 
A l l p e o p l e r e p o r t e d i n t h e l i t e r a t u r e have p r i d e , p r e f e r to be l i k e d , 
seek r e s p e c t and s t a t u s and t r y to a v o i d a n x i e t y . We n e e d to r e c o g n i s e 
t h a t men a t sea ( a s i n a l l o t h e r w a l k s o f l i f e ) a r e w h o l e , c o m p l e t e 
b e i n g s and n o t , s i m p l y , h a n d s , e y e b a l l s o r b r a i n s . As Maslow p o i n t s 
o u t , v/hen i t o c c u r s , the whole man i s b e i n g f r u s t r a t e d and n o t j u s t a 
p a r t of him. But f r u s t r a t i o n i s b e s t c o n c e i v e d i n two s e p a r a t e w a y s : -
1) The d e p r i v a t i o n of n o n - b a s i c n e e d s . 
2) T h r e a t to t h e . p e r s o n a i i t y i . e . to t h e b a s i c n e e d s a n d / o r t o t h e 
v a r i o u s c o p i n g s y s t e m s a s s o c i a t e d w i t h them. 
D e p r i v a t i o n does no t l e a d to m e n t a l i l l n e s s w h i l e t h r e a t d o e s . 
H u m i l i a t i o n , r e j e c t i o n , i s o l a t i o n and l o s s o f p r e s t i g e a r e a l l 
" t h r e a t e n i n g " u n d e r the above d e f i n i t i o n s . I n o r d e r t o u n d e r s t a n d a 
p e r s o n ' s b e h a v i o u r we n e e d to know how he p e r c e i v e s h i s e n v i r o n m e n t , 
what he n e e d s , what he i s m i s s i n g and what he f e e l s t h r e a t e n s him« 
More i m p o r t a n t than u n d e r s t a n d i n g t h e t h r e a t o r c o n f l i c t f r om an 
o b j e c t i v e p o i n t of v i e w i s to u n d e r s t a n d t h e s u b j e c t i v e f e e l i n g s of 
c o n f l i c t and t h r e a t w i t h i n a p e r s o n ^ C o n f l i c t i s b a s e d on c h o i c e 
between two a l t e r n a t i v e s v i t a l t o the s a t i s f a c t i o n of t h e p e r s o n ' s 
b a s i c n e e d s but i f n e i t h e r i s v i t a l f o r t h e s a t i s f a c t i o n o f b a s i c n e e d s 
then the p e r s o n i s s i m p l y f a c e d w i t h a c h o i c e o f p r i o r i t i e s . We need 
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to a s k w h e t h e r s e a f a r e r s , and p a r t i c u l a r l y m a r r i e d s e a f a r e r s , a r e 
f a c e d w i t h a c h o i c e of two v i t a l a l t e r n a t i v e s when t h e y go t o s e a -
up 
do they have to g i v e ^ o n e of t h e s e v i t a l g o a l s , f o r e x a m p l e , t h e 
s a t i s f a c t i o n of t h e l o v e / b e l o n g i n g need o b t a i n e d frorr^ t h e i r w i v e s 
and c h i l d r e n ? Such c o n f l i c t may be an i n e s c a p a b l e c h o i c e i n s e a f a r i n g 
and i s p r o b a b l y more e a s i l y coped w i t h by t h e man who had s u f f i c i e n t 
l o v e i n h i s e a r l y c h i l d h o o d . 
B e f o r e g o i n g on to t h e economic m o t i v a t o r s , i t may be w o r t h r e t u r n i n g 
to Maslow ( 1 9 5 4 ) who r e p o r t s c l i n i c a l r e s e a r c h t o show t h a t a n i m a l s 
and humans when f e d w i t h l o v e , s a f e t y and r e s p e c t , work b e t t e r ; u s e 
t h e i r i n t e l l i g e n c e more f u l l y ; come to t h e c o r r e c t s o l u t i o n s more 
o f t e n ; and a r e l e s s s u b j e c t t o v a r i o u s i l l n e s s e s . I t c o u l d be a 
f r u i t f u l l i n e of r e s e a r c h to i n v e s t i g a t e t h e p s y c h o l o g i c a l c o n d i t i o n s 
s u r r o u n d i n g the i n d i v i d u a l s i n v o l v e d i n s h i p b o a r d , c o l l i s i o n and 
g r o u n d i n g a c c i d e n t s , 
Vroom ( 1 9 6 4 ) a p p r o a c h e s t h e m o t i v a t i o n a l a s p e c t s i n a d i f f e r e n t manner 
to t h a t a d o p t e d by t h e " s e l f - a c t u a l i s i n g " s c h o o l . He s u g g e s t s t h a t t h e 
m o t l Y a t i c n a l a s p e c t s of v/ork r o l e s a r e : -
1) They p r o v i d e wages to t h e member i n r e t u r n f o r h i s s e r v i c e s . 
2) They r e q u i r e from t h e member th e e x p e n d i t u r e o f m e n t a l o r p h y s i c a l 
e n e r g y . 
3) They p e r m i t t h e man to c o n t r i b u t e to t h e p r o d u c t i o n o f goods o r 
s e r v i c e s . 
4 ) They p e r m i t o r r e q u i r e t h e i n d i v i d u a l to e x p e r i e n c e s o c i a l 
i n t e r a c t i o n s w i t h o t h e r s . 
5) ^hey d e f i n e , a t l e a s t i n p a r t , the s o c i a l s t a t u s o f t h e w o r k e r . 
In the r e c r u i t m e n t and, l a t e r i n t h e r e t e n t i o n , a r e a s o f employment v;e 
need to know to '.vhat d e g r e e a man f e e l s t h e s e m o t i v a t i o n a l i m p l i c a t i o n s 
a r e i m p o r t a n t and w h e t h e r t h e y s h i f t o v e r t i m e . I n s h i p p i n g , f o r 
example, m o t i v e s f o r g o i n g to s e a can o n l y be r e l a t e d to b e l i e f s about 
the M e r c h a n t Navy w h i l e m o t i v e s f o r s t a y i n g must be r e l a t e d to p e r s o n a l 
e x p e r i e n c e s o f s p e c i f i c p a r t s of the s h i p p i n g i n d u s t r y . 
G e l l e r m a n ( 1 968) d e s c r i b e s "employment s e e k e r s " a l m o s t a s i l e r z b e r g 
( 1 9 6 6 ) d e s c r i b e s " h y g i e n e s e e k e r s " ; t h a t i s , t h e s e p e o p l e come f o r the 
pay and s e c u r i t y and n o t f o r the a c t u a l j o b a s s u c h . L a t e r , t h e y do not 
want to l e a v e and e x p e c t t h e com[)any t o g i v e them a l a b e l , an i d e n t i t y 
and a d e g r e e of p r e s t i g e . I f s h i p p i n g c o m p a n i e s engage many of t h e s e 
"employment s e e k e r s " w i l l t h e i n d u s t r y be p r e s s e d by t h e s e men t o 
s u p p l y them w i t h s t a t u s i n s o c i e t y a s h o r e ? 
T h e r e i s one f u n d a m e n t a l d i f f e r e n c e between employment i n s h i p p i n g 
and most j o b s a s h o r e ; t h a t i s , t h e s l i i p p i n ^ company does p r o v i d e a 
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home f o r i t s s e a g o i n g members and some men may be a t t r a c t e d t o t h e 
s e a s i m p l y f o r the home i t p r o v i d e s . I n this<T£spect t h e M e r c h a n t Navy 
may be s i m i l a r to the Armed S e r v i c e s . 
We need to keep t h i s d i f f e r e n c e between s e a and s h o r e employment b e f o r e 
u s w h i l e r e a d i n g t h e work of H e r z b e r g ( 1 9 6 6 ) f o r h i s a p p r o a c h r e s t s 
on t h e t h e o r y t h a t s a t i s f i e r s and d i s s a t i s f i e r s i n t h e w o r k i n g 
s i t u a t i o n a r e not t h e two ends of one c o n t i n u u m . J o b s a t i s f i e r s a r e 
what he c a l l s " m o t i v a t o r s " and a r e a c h i e v e m e n t , r e c o g n i t i o n , t h e work 
i t s e l f , r e s p o n s i b i l i t y and advancemenit. J o b d i s s a t i s f i e r s a r e what he 
c a l l s V h y g i e n e f a c t o r s ' * and a r e t h e company p o l i c y , s u p e r v i s i o n , 
s a l a r y , i n t e r p e r s o n a l r e l a t i o n s , v/orking c o n d i t i o n s , s t a t u s and 
s e c u r i t y . He a l s o p u t s f o r w a r d the v i e w t h a t m e n t a l h e a l t h and m e n t a l 
i l l n e s s a r e on two d i f f e r e n t c o n t i n u a ; t h a t a p e r s o n ' s m e n t a l h e a l t h 
i s r e l a t e d to the m o t i v a t i o n a l f a c t o r s w h i l e m e n t a l i l l n e s s i s r e l a t e d 
to the h y g i e n e f a c t o r s , H e r z b e r g s u g g e s t s t h a t o n l y a " s i c k " p e r s o n 
would be p o s i t i v e l y m o t i v a t e d by h y g i e n e f a c t o r s f o r he e q u a t e s t h e s e 
h y g i e n e f a c t o r s w i t h a n i m a l n e e d s ( M a s l o w * s l o w e s t two) and t h e 
m o t i v a t i o n a l f a c t o r s w i t h the n e e d s f o r human g r o w t h . 
But when p e o p l e j o i n a f i r m they s t r i k e a " p s y c h o l o g i c a l b a r g a i n " v/ith 
the company; f o r e x ample, th e y a r e e x p e c t e d n o t t o r u n down the f i r m i n 
c o n v e r s a t i o n vjilh o u t s i d e r s and i n r e t u r n t h e f i r m w i l l c a r e f o r them 
i n v a r i o u s ways. U n f o r t u n a t e l y the t e r m s o f t h i s p s y c h o l o g i c a l c o n t r a c t 
a r e more o f t e n than n o t l e f t u n e x p r e s s e d on both s i d e s w i t h t h e r e s u l t 
t h a t c o n f l i c t may l a t e r a r i s e . One of t h e t e r m s o f t h e c o n t r a c t c o n c e r n 
the n a t u r e of the i n v o l v e m e n t and t y p e o f power to be a p p l i e d . A man 
may J o i n a f i r m f o r c a l c u l a t i v e r e a s o n s ( a f t e r E t z i o n i 19G1) and 
e x p e c t r e m u n e r a t i v e r e w a r d s y e t , some t i m e l a t e r , the f i r m may t r y to 
e x e r c i s e n o r m a t i v e power b a s e d on t h e a s s u m p t i o n t h a t he i s m o r a l l y 
i n v o l v e d i n the w e l l - b e i n g o f the f i r m . Under c e r t a i n c o n d i t i o n s , some 
pe o p l e a c c e p t t h i s s h i f t i n t y p e of c o n t r o l w h i l e o t h e r s do n o t . The 
whole i s s u e of the i m p l i e d t e r m s i n the p s y c h o l o g i c a l c o n t r a c t s between 
s h i p p i n g c o m p a n i e s and s e a f a r e r s n e e d s t o be e x p l o r e d i n g r e a t e r depth 
i f we a r e to u n d e r s t a n d h i g h w a s t a g e r a t e s among s e a f a r e r s who have 
s p e n t l e s s than a y e a r a t s e a . 
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O c c u p a t i o n a l c h o i c e 
I n t h e i r s e a r c h f o r b e t t e r r e c r u i t m e n t and s e l e c t i o n methods, many 
e m p l o y e r s w i t h i n and w i t h o u t the s h i p p i n g i n d u s t r y t e n d t o n e g l e c t 
t h e i m p o r t a n c e of o c c u p a t i o n a l c h o i c e * T h e r e a r e tv;o h a l v e s to t h e 
engagement of r e c r u i t s ( i ) c h o i c e o f t h a t i n d u s t r y or company by t h e 
r e c r u i t ; and ( i i ) c h o i c e of p a r t i c u l a r i n d i v i d u a l s f r o m among a l l t h e 
a p p l i c a n t s . T h e r e i s an o b v i o u s r e l a t i o n s h i p between t h e s e two h a l v e s 
fOTy tt»e g r e a t e r t h e number of p e o p l e c h o o s i n g a p a r t i c u l a r coinpany^ t h e 
g r e a t e r t h e d e g r e e of s e l e c t i v i t y t h a t company can e x e r c i s e , (and v i c e 
v e r s a ) f o r t h e r e i s so:ne e v i d e n c e t o s u g g e s t t h a t t h e h i g h e r t h e d e g r e e 
of s e l e c t i v i t y , t h e g r e a t e r t h e number of p e o p l e who a p p l y to j o i n -
w i t n e s s some of t h e more p r e s t i g e f u l u n i v e r s i t i e s and c l u b s . 
O c c u p a t i o n a l c h o i c e i s b a s e d p a r t l y on a man's b e l i e v e d a b i l i t i e s and 
p a r t l y on h i s b e l i e f s about c e r t a i n j o b s . What, t h e n ^ a r e t h e b e l i e f s 
o r e x p e c t a t i o n s h e l d by young men a p p l y i n g to go t o s e a ? V a r i o u s 
i n v e s t i g a t i o n s , one of w h i c h i s B , O . T . ( l 9 7 0 ) , show t h a t a p p l i c a n t s 
have a wide r a n g e of e x p e c t a t i o n s a b o u t work and l i f e a t a e a . No two 
a p p l i c a n t s have p r e c i s e l y the same o r d e r of e x p e c t a t i o n s b u t , on 
a v e r a g e , we f i n d n e a r t h e top of most i n d i v i d u a l l i s t s , a d v e n t u r e ; 
t r a v e l ; s e e i n g the w o r l d and e x p e r i e n c i n g l i f e i n f o r e i g n p o r t s ; g e t t i n g 
av/ay from the b o r i n g r o u t i n e of s h o r e l i f e . Y e t modern m a r i n e 
t e c h n o l o g y and o p e r a t i o n a l metiiods make i t a l m o s t i m p o s s i b l e f o r t h e s e 
e x p e c t a t i o n s to be r e a l i s e d . O t h e r e x p e c t a t i o n s a r e t o do w i t h g e t t i n g 
a good t r a i n i n g ; s e c u r i t y ; w o r k i n g i n a community s p i r i t ; good l i v i n g 
and w o r k i n g c o n d i t i o n s ; upward m o b i l i t y i n ter m s o f p r o m o t i o n , i n c r e a s e 
a u t ! i o r i t y , i n c r e a s e d s t a t u s , and wage i n c r e m e n t s . T h e s e a r e t h e 
e x p e c t a t i o n s w h i c h c a n , to g r e a t e r o r l e s s e r e x t e n t , be met a b o a r d 
modern s h i p s . 
W h i t e , S (19G8) shows t h a t o c c u p a t i o n a l c h o i c e i s an e x t e n d e d p r o c e s s 
w h i c h may begin a t an age of 10 or 12. G i n z b e r g c t a i (1951 ) found t h a t 
o c c u p a t i o n a l c h o i c e f o l l o w s t h r e e s t a g e s ; p h a n t a s y c h o i c e , f o l l o w e d by 
t e n t a t i v e c h o i c e , f o l l o w e d by r e a l i s t i c c h o i c e . C h o i c e b e f o r e 10 i s 
pure p h a n t a s y but t h e t e n t a t i v e c h o i c e made l a t e r i s b a s e d p a r t l y on 
the boy's i n t e r e s t s and on h i s a s s e s s m e n t of h i s a b i l i t i e s . Some time 
a f t e r t h e age of 15 he e n t e r s a p e r i o d of e x p l o r a t i o n t o broaden and 
t e s t h i m s e l f . Some p e o p l e , d u r i n g t h i s p e r i o d , t r y o u t c o m p e t i n g f i e l d s 
of i n t e r e s t w h i l e o t h e r s a s s e s s f o r t h e m s e l v e s w h e t h e r t h e y h a v e t h e 
a b i l i t i e s r e q u i r e d f o r s u c c e s s i n t h e c h o s e n o c c u p a t i o n . F o l l o w i n g the 
p e r i o d of e x p l o r a t i o n comes c r y s t a l i s a t i o n when t h e p e r s o n g i v e s up 
e x p l o r i n g and t e s t i n g and makes p l a n s f o r t h e f u t u r e . 
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A l l t h i s means t h a t , i n t h e M e r c h a n t Navy, we must be p r e p a r e d f o r 
w a s t a g e among our y o u n g e r r e c r u i t s f o r , no m a t t e r how good t h e 
s e l e c t i o n p r o c e s s , the young r e c r u i t s w i l l s t i l l be w i t h i n t h e i r 
e x p l o r a t o r y s t a g e s . F u r t h e r , t h i s e x p l o r a t o r y s t a g e a l l young p e o p l e 
pas s through l e n d s s u p p o r t to the v i e w t h a t a l l r e c r u i t s s h o u l d be 
a l l o w e d to g e t o f f to s e a a f t e r a si>ort i n t r o d u c t o r y t r a i n i n g p e r i o d 
a s h o r e and c a s t s d o u b t s on the d e s i r a b i l i t y o f k e e p i n g young m a r i n e 
e n g i n e e r c a d e t s a s h o r e f o r two or t h r e e y e a r s a f t e r r e c r u i t m e n t b e f o r e 
a l l o w i n g them to go to s e a . 
Super ( 1 9 5 7 ) s t a t e s t h a t c a r e e r c h o i c e i s , i n p a r t , an a d o l e s c e n t ' s 
a t t e m p t to d e v e l o p and implement an i d e a he h a s of h i m s e l f and of t h e 
k i n d of p e r s o n he wants to be. T h i s i s s u p p o r t e d by R o e ( l 9 5 6 ) who 
f e e l s t h a t , w i t h i n l i m i t s , o c c u p a t i o n a l c h o i c e c a n be t a k e n a s 
s e l f - c a t e g o r i s a t i o n and a s an i n d i c a t i o n o f some a s p e c t s of t h e 
s e l f - i m a g e . T h i s i s n o t d i s c o r d a n t w i t h an A m e r i c a n s t u d y r e p o r t e d 
by '.Viiite, S. ( 1 9 0 8 ) who found t h a t o c c u p a t i o n s may be c h o s e n f o r t h e 
l i f e - s t y l e s t h e y l e a d to r a t h e r t h a n f o r t h e a c t u a l w o r k i n v o l v e d 
but does t h i s , i n t u r n , r a i s e some d o u b t s on t h e I l e r ^ b e r g n o t i o n s 
of " s i c k " h y g i e n e s e e k e r s ? I>o some s e a f a r e r s c h o o s e t o go to s e a and 
to s t a y a t s e a f o r the l i f e - s t y l e o f f e r e d ? 
R o s e n b e r g (1957 & 1968) found t h a t an i n d i v i d u a l t e n d s t o s e l e c t a g o a l 
or g o a l s i n a c c o r d a n c e w i t h h i s a s s e s s m e n t of h i s q u a l i t i e s i n o r d e r 
t h a t he may m a i n t a i n a f a v o u r a b l e o p i n i o n of h i m s e l f w h i l e B l o c h e r 6t 
Shutz ( 1 9 6 1 ) found t h a t an i n d i v i d u a l t e n d s e l t i i e r t o choose; an 
o c c u p a t i o n on tlie b a s i s of h i s e s t i m a t e o f h i s s i m i l a r i t y to i t s 
members or t h a t he t e n d s t o p r o j e c t h i s own c h a r a c t e r i s t i c s on members 
of the o c c u p a t i o n he has c h o s e n . 
Vroom ( 1 9 6 4 ) t a k e s t h i s f u r t h e r when he s a y s t h a t c h o i c e s among 
o c c u p a t i o n s a r e the r e s u l t not o n l y o f p r e f e r e n c e s b u t a l s o of t h e 
( s u b j e c t i v e ) p r o b a b i l i t y and e x p e c t e d c o s t s o f a t t a i n m e n t . So f a r as 
p r e f e r e n c e s a r e c o n c e r n e d , he s a y s t h a t p e o p l e w i l l c h o o s e o c c u p a t i o n s 
w h i c h they e x p e c t w i l l p e r m i t them t o u s e t h e i r t a l e n t s and s k i l l s f o r 
b e l i e v e d p o s s e s s i o n of a s k i l l i s t a n t a m o u n t to a d e s i r e t o u s e t h a t 
s k i l l . Thus p e o p l e w i l l c h o o s e an o c c u p a t i o n w h i c h t h e y b e l i e v e w i l l 
a l l o v / them to u s e a s k i l l they b e l i e v e t h e y p o s s e s s , a nd t h i s d e s i r e 
to u s e a s k i l l i s h i g h e r when a man v a l u e s t h a t s k i l l t h a n when he 
i s i n d i f f e r e n t to i t . T h i s may h e l p u s to u n d e r s t a n d c o m p l a i n t s 
r e c e i v e d from c a d e t s r e g a r d i n g t h e i r b e i n g a b u s e d a b o a r d s h i p . I f t h e y 
b e l i e v e t h e y p o s s e s s c e r t a i n s k i l l s and i f t h e s e b e l i e f s a r e r e i n f o r c e d 
d u r i n g t h e s e l e c t i o n and p r e - s e a t r a i n i n g p r o c e s s e s , t h e y w i l l e x p e r i e n t 
d i s i l l u s i o n m e n t when the y f i n d t h e s e s k i l l s a r e n o t r e q u i r e d a b o a r d 
s h i p or i f t h e y a r e b a r r e d from u s i n g them w h i l e s a i l i n g i n a j u n i o r 
c a p a c i t y . 
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Vroom ( 1 9 6 4 ) a l s o s u g g e s t s ( a n d i n t h i s he i s s u p p o r t e d by Roe) t h a t 
i n g e n e r a l ^ a man c h o o s e s h i s o c c u p a t i o n b e f o r e he c h o o s e s h i s 
o r g a n i s a t i o n . Do s e a f a r e r s c h o o n e , f i r s t l y , t o go t o s e a a n d t h e n 
c h o o s e one d e p a r t m e n t o r a n o t h e r o r do t h e y c h o o s e t o do c e r t a i n w o r k 
( r e l a t e d t o one d e p a r t m e n t o r a n o t h e r ) and t h e n c h o o s e t o go t o sea? 
T h e r e i s no p u b l i s h e d w o r k on t h i s q u e s t i o n b u t i n t e r v i e w e x p e r i e n c e 
among a p p l i c a n t s l e a d s t o t h e v i e w t h a t t h e d e p a r t m e n t i s c h o s e n b e f o r e 
t h e c h o i c e i s made t o w o r k a t sea o r a s h o r e . A t t h i s t i m e o f c h a n g e i n 
m a n n i n g s y s t e m s i t i s i m p o r t a n t t o g e t t h e r e a l a n s w e r t o t h i s 
question« 
Roe ( 1 9 5 6 ) f o u n d t h a t i n t e r e s t s a r e more i m p o r t a n t d e t e r m i n e r s o f 
t h e k i n d o f o c c u p a t i o n s an i n d i v i d u a l w i l l e n j o y and s u c c e e d a t t h a n 
i n t e l l e c t u a l f a c t o r s . I f t h i s i s t r u e o f s e a f a r e r s t h e n we may n e e d 
t o r e c o n s i d e r t h e a c a d e m i c m i n i m a l a i d down f o r e n t r y i n t o t h e M e r c h a n t 
N a v y ^ f o r s u p p o r t f o r Roe*s v i e w c a n be f o u n d i n B . O . T o ( i 9 7 0 ) V o l I I 
T a b l e 8 w h e r e t h e h i g h e s t p r o p o r t i o n o f men p l a n n i n g t o s t a y a t sea 
were t h o s e who " a l w a y s w a n t e d t o go t o s e a " when a s k e d t h e i r r e a s o n s 
f o r j o i n i n g t h e s h i p p i n g i n d u s t r y , 
R e c r u i tin e n t and S e l g e t i o n 
As m o t i v e s f o r s t a y i n g t sea a r e n o t t h e same as m o t i v e s f o r g o i n g t o 
sea i t i s i m p o r t a n t f o r t h o s e v/hose m i s s i o n i t i s t o r e c r u i t men t o 
s t a y a t sea t o t r y t o m a t c h i n i t i a l e x p e c t a t i o n s w i t h t h e r e a l i t i e s 
o f l i f e a t s e a . I t i s p e r f e c t l y p o s s i b l e f o r a s h i p p i n g company t o 
i d e n t i f y t h e f e a t u r e s o f l i f e and w o r k i n i t s s h i p s a n d a d v e r t i s e 
t h e s e r a t h e r t h a n a d v e n t u r e , t r a v e l , v a r i e t y a n d a u t o m a t i c p r o m o t i o n tjp 
t o t h e v e r y h i g h e s t r a n k s . I n t u r n , s u c h a s h i f t i n a d v e r t i s i n g and 
r e c r u i t m e n t p o l i c y may b r i n g f o r t h a p p l i c a n t s q u i t e d i f f e r e n t i n 
p e r s o n a l i t y a n d a s p i r a t i o n s t o t h o s e men a l r e a d y i n t h e s h i p s and 
some d e g r e e o f i n t e r p e r s o n a l c o n f l i c t may r e s u l t . The f i r s t s t e p , 
h o w e v e r , i s t o d e c i d e w h a t t h e a p p l i c a n t s a r e b e i n g r e c r u i t e d f o r : 
A r e t h e y b e i n g r e c r u i t e d f o r a ( h o p e d f o r ) l i f e a t sea o r f o r a p e r i o d 
n o t e x c e e d i n g , s a y , t e n y e a r s ? 
I n g e n e r a l , an o r g a n i s a t i o n l e t s a member t a k e w h a t he w a n t s f r o m i t 
i n r e t u r n f o r h i s s e r v i c e s * P r e c i o u s c o m m o d i t i e s s u c h as wages and 
company p r o p e r t y a r e c o n t r o l l e d a n d s h a r e d a c c o r d i n g t o some p l a n b u t 
o t h e r c o m m o d i t i e s may be had f r e e l y . E x a m p l e s o f t h e f r e e c o m m o d i t i e s 
i n s h i p s a r e t r a v e l , t i m e t o w r i t e o r p u r s u e a h o b b y , ( u s u a l l y ) s u n -
s h i n e , a n d c o l l e c t i n g s t a m p s by t r a v e l l i n g t o c o u n t r i e s w h e r e t h e y 
may be b o u g h t o v e r t h e c o u n t e r . S h o u l d c o m p a n i e s t r y a d v e r t i s i n g t h e s e 
bonus p l u m s ? One o f t h e t r e n d s we h a v e v / i t n e s s e d f o r some y e a r s now i s 
f r e e t r a v e l f o r w i v e s and soon p r e s s u r e may come f r o m u n m a r r i e d men 
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t o c a r r y one o r b o t h p a r e n t s and g i r l - f r i e n d s . C o u l d o w n e r s 
a n t i c i p a t e t h e s e t r e n d s by o f f e r i n g s e a f a r e r s t h e r i g h t t o c a r r y 
f r i e n d s on o c c a s i o n and w o u l d t h i s i n c r e a s e t h e s t a t u s o f a s e a f a r e r 
among h i s n e i g h b o u r s ? 
The i m p o r t a n c e o f t h e " p s y c h o l o g i c a l c o n t r a c t " c a n n o t be o v e r e m p h a s i s e d 
p a r t i c u l a r l y d u r i n g and J u s t a f t e r t h e r e c r u i t m e n t p e r i o d . I f t h e 
r e c r u i t h a s been l e d t o b e l i e v e - f r o m a d v e r t i s e m e n t s , b r o c h u r e s a nd 
i n t e r v i e w s - t h a t he w i l l g e t a d v e n t u r e , l i v e i n a p l e a s a n t c a b i n , 
be o f f e r e d t a s t y m e a l s , and wear a c l e a n u n i f o r m , he w i l l f e e l t h a t 
t h e company h a s b r o k e n i t s s i d e o f t h e c o n t r a c t i f he e x p e r i e n c e s 
no a d v e n t u r e , i s b a d l y a c commodated a n d w e a r s w o r k i n g d u n g a r e e s e x c e p t 
when t h e v e s s e l i s a r r i v i n g i n p o r t . 
E t z i o n i ( 1 9 6 1 ) h y p o t h e s i s e s t h a t t h e means e m p l o y e d by an o r g a n i s a t i o n 
t o a c q u i r e r e c r u i t s f r o m t h e o u t s i d e e n v i r o n m e n t m u s t r e s e m b l e t h e 
means t h a t w i l l be u s e d t o c o n t r o l t h e m o n c e t h e y h a v e j o i n e d . I f 
money i s h e l d o u t as t h e means o f r e c r u i t m e n t t h e n money m u s t be u s e d 
as t h e means o f c o n t r o l . B u t i f money i s t h e means o f r e c r u i t m e n t , t h e 
o r g a n i s a t i o n s h o u l d n o t a t t e m p t t o s u b s t i t u t e n o r m a t i v e o r c o e r c i v e mearl 
o f c o n t r o l o n c e t h e men have j o i n e d . 
E t z i o n i a l s o p o i n t s o u t t h a t c o m p l i a n c e by members ( i . e . t h e r e l a t i o n -
s h i p b e t w e e n c o n t r o l a nd i n v o l v e m e n t ) i s r e l a t e d t o r e c r u i t m e n t i n 
two w a y s : ( i ) t h e means and m e t h o d s o f r e c r u i t m e n t d e t e r m i n e t h e 
members' i n v o l v e m e n t and t h u s t h e t y p e o f power w h i c h c a n be e x e r c i s e d 
o v e r t h em; and ( i i ) t h e means and m e t h o d s o f r e c r u i t m e n t d e t e r m i n e 
t h e amount and t y p e o f s o c i a l i s a t i o n r e q u i r e d . ( S o c i a 1 i s a t i o n means t h e 
p r o c e s s o f i n c u l c a t i o n w h e r e b y t h e i n d i v i d u a l l e a r n s t h e v a l u e s a n d 
norms o f t h e s o c i a l s y s t e m he has j o i n e d ) . I n t u r n , t h e r e i s a 
r e l a t i o n s h i p b e t w e e n s o c i a l i s a t i o n a n d s e l e c t i o n f o r ^ i f t h e o r g a n i s a t i o r 
i s a b l e t o r e c r u i t men w i t h t h e c h a r a c t e r i s t i c s r e q u i r e d f o r e f f e c t i v e 
m e m b e r s h i p o f t h e o r g a n i s a t i o n , t h e am o u n t o f s o c i a l i s a t i o n r e q u i r e d 
i s v e r y s m a l l . B u t i f i t h as t o a c c e p t a l m o s t e v e r y a p p l i c a n t who 
comes a l o n g t h e amount o f s o c i a l i s a t i o n r e q u i r e d m u st i n c r e a s e i n o r d e r 
t o p r o d u c e t h e d e s i r e d c h a r a c t e r i s t i c s . 
I t i s i n t e r e s t i n g t o c o n s i d e r t h e i m p l i c a t i o n s o f t h e r e d u c t i o n i n 
p r e - s e a t r a i n i n g f o r d e c k c a d e t s made i n 1 0 7 0 . F o r m e r l y t h e s e b o y s 
u n d e r w e n t a s i x , n i n e o r t w e l v e m o n t h p r e - s e a c o u r s e . T h e s e h a v e now 
been r e d u c e d t o t w o weeks b e f o r e t h e r e c r u i t makes h i s f i r s t v o y a g e . 
I s t h i s b e c a u s e ov.ners and s e a f a r e r s b e l i e v e t h a t t h e b e s t p l a c e f o r 
s o c i a l i s a t i o n t o t a k e p l a c e i s a b o a r d s h i p ? I f so does t h i s n o t c a l l 
f o r s p e c i a l " r e c e p t i o n ' * s h i p s w h e r e d e s i r e d v a l u e s a n d n o r m s c a n be 
i n c u l c a t e d i n t h e r e c r u i t s ? 
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G e l l e r n i a n ( 1 9 6 8 ) s u g g e s t s f o u r f a l l a c i e s i n s e l e c t i o n : -
1) The " h e r o " f a l l a c y b a s e d on t h e a s s u m p t i o n t h a t t h e r e m u s t be 
someone somewhere who w i l l f i t t h e s p e c i f i c a t i o n s o f t h e j o b and 
t h e whims o f t h e manager. 
2 ) The " d e s c r i p t i v e " f a l l a c y b a s e d on t h e n o t i o n t h a t , p r o v i d e d we 
can m e a s u r e a man's q u a l i t i e s p r e c i s e l y e n o u g h j he c a n be m a t c h e d 
a ^ ^ a i n s t t h e r e q u i r e m e n t s o f t h e j o b i n a way t h a t p e r m i t s a 
r e l i a b l e d e c i s i o n t o be made on w h e t h e r he w i l l f i t o r n o t , 
3) The " p e n n a n e n c e " f a l l a c y b a s e d on t h e a s s u m p t i o n t h a t o n c e a man 
has been e v a l u a t e d by t h e s e l e c t o r s , e v e r y t h i n g t h a t may n e e d t o 
be known a b o u t h i m f o r t h e f u t u r e h a s been o b t a i n e d . 
4 ) The f a l l a c y o f " d e t e r m i n i s m " b a s e d on t h e a s s u m p t i o n t h a t t h e man's 
s u c c e s s o r f a i l u r e i n a j o b can be d e t e r m i n e d e n t i r e l y by h i s 
p o s s e s s i o n o f c e r t a i n ( l u a l i t i e s a s s e s s e d a t t h e t i m e o f h i s i n i t i a l 
s e l e c t i o n . 
G e l l e r m a n i s n o t r e j e c t i n g a l l s c i e n t i f i c s e l e c t i o n m e t h o d s ; he i s 
s i m p l y r a i s i n g w a r n i n g s a b o u t some o f t h e d a n g e r o u s a s s u m p t i o n s made 
d u r i n g and a f t e r some s e l e c t i o n p r o c e s s e s . 
R o c h d a l e ( 1 9 7 0 ) p o i n t e d o u t t h a t t o o many y o u n g men, wli o a r e n o t 
s u i t e d t o l i f e a t s e a , a r e r e c r u i t e d a n d g i v e n c o s t l y t r a i n i n g . He 
makes a p l e a f o r t h e d e v e l o p m e n t and g e n e r a l u s e o f more s c i e n t i f i c 
s e l e c t i o n t e c h n i q u e s . The p r o b l e m l i e s i n d e c i d i n g w h a t key c h a r a c -
t e r i s t i c s t o l o o k f o r i n a p p l i c a n t s and how t o m e a s u r e t h e m . M o r e b y 
( l S ) 6 8 a ) d e a r i b e s t h e s e l e c t i o n m e t h o d u s e d by one s h i p p i n g compani' 
b u t many o t h e r c o m p a n i e s u s e d i f f e r e n t m e t h o d s , ^"os t r e l y on some 
f o r m o f i n t e l l i g e n c e o r g e n e r a l r e a s o n i n g t e s t w h i l e some u s e , 
a d d i t i o n a l l y , i n t e r e s t a n d p r e f e r e n c e q u e s t i o n a i r e s . A n u m b e r o f 
B r i t i s h c o m p a n i e s a r e u s i n g t h e M a u d s l e y P e r s o n a l i t y I n v e n t o r y w h i l e 
one company i s i n t r o d u c i n g t h e C a t t e l l 16 PFQ as r e p o r t e d by T o b i n 
( 1 9 6 8 ) . 
Hudson ( 1 9 6 6 ) f o u n d t h a t a r t s s t u d e n t s w e r e g o o d a t o p e n - e n d e d t e s t s 
and r e l a t i v e l y weak a t s t a n d a r d IQ t e s t s w h e r e a s t h e r e v e r s e h e l d t r u e 
f o r s c i e n c e s t u d e n t s . Hudson goes on t o d i s t i n g u i s h b e t w e e n " d i v e r g e n t " 
and " c o n v e r g e n t " t h i n k e r s . I f Aioreby ( 1 967 ) i s c o r r e c t i n s u g g e s t i n g 
t h a t n a v i g a t i n g o f f i c e r s n e e d t o be d i v e r g e n t t h i n k e r s and e n g i n e e r 
o f f i c e r s c o n v e r g e n t t h i n k e r s , and as t h e s e t w o t y p e s o f t h i n k e r s p e r f o r r 
d i f f e r e n t l y on o p e n - e n d e d and IQ t e s t s , a n d as t h e r e seems t o be some 
c o r r e l a t i o n b e t w e e n p e r f o r m a n c e on I Q t e s t s a n d m a t h e m a t i c s a n d s c i e n c e 
e x a m i n a t i o n s , t h e n we may n e e d t o r e c o n s i d e r o u r s c i e n t i f i c " 0 " l e v e l 
e n t r y r e q u i r e m e n t s f o r d e c k c a d e t s who ai'c t o man s h i p s u n d e r 
t r a d i t i o n a l schemes. I f , h o w e v e r , we see a h e a d t h e n e e d f o r d e c k 
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O f f i c e r s t o have a g r e a t e r s c i e n t i f i c u n d e r s t a n d i n g o f t h e i r s h i p s 
and e q u i p m e n t , t h e n t h e e n t r y r e q u i r e m e n t s f o r s c i e n t i f i c "0'* l e v e l s 
i s c o r r e c t - b u t , t h e n , we may have t o be p r e p a r e d f o r a d i f f e r e n t 
t y p e o f man s t a n d i n g w a t c h on t h e b r i d g e as a n a v i g a t i n g o f f i c e r . 
B o t h Maslo ' i v ( 1954) a n d Roe ( 1 9 5 6 ) p o i n t o u t t h a t p e o p l e who h a v e h a d 
a p a r t i c u l a r n e e d s a t i s f i e d i n e a r l y l i f e a r e b e t t e r a b l e t o w i t h -
s t a n d t e m p o r a r y d e p r i v a t i o n o f s a t i s f a c t i o n o f t h a t n e e d i n l a t e r l i f e . 
C a r e n e e d s t o be t a k e n i n r e j e c t i n g any a p p l i c a n t who i s s e e k i n g t h e 
s a t i s f a c t i o n o f a p a r t i c u l a r need w h i c l i s i m p l y c a n n o t be 
s a t i l i e d a t sea. H e r b s t ( 1 9 6 B ) s t r e s s e s t h i s p o i n t when he s a y s we 
s h o u l d o n l y s e l e c t b o y s f r o m b a s i c a l l y l o v i n g homes i n w h i c h t h e l o v e 
n eed was a d e q u a t e l y s a t i s f i e d . 
Case ( 1 9 5 4 ) g a v e s e l e c t o r s a u s e f u l p o i n t e r wlien he f o u n d t h a t t h e 
d i f f e r e n c e b e t w e e n t r u e a n d p s u e d o - c r y s t a l i s e d c h o i c e o f o c c u p a t i o n 
was t h a t t h e " t r u e " had gone t o much more t r o u b l e t o f i n d o u t a b o u t 
t h e Job w h i l e t h e " p s u e d o " h a d done n o t h i n g ^ o r v e r y l i t t l e ^ i n t h e way 
o f g e t t i n g i n f o r m a t i o n . F u r t h e r , t h e " t r u e " t h o u g h t t h e r e w o u l d be 
much more d i f f i c u l t y i n c h a n g i n g j o b s i f he f o u n d o u t l a t e r t h a t he 
had made a m i s t a k e w h e r e a s t h e "psuedo'* t h o u g h t i t w o u l d be e a s y t o 
c h a n g e . 
P r o - s e a and s u b s e q u e n t t r a i n i n g 
The w h o l e i s s u e o f t r a i n i n g i s so l a r g e t h a t i t c o u l d n o t be c o v e r e d 
i n any m e a n i n g f u l way i n t h i s r e v i e w o f t h e l i t e r a t u r e . M o s t p e o p l e 
r e c o g n i s e and a c c e p t t h e i m p o r t a n c e o f p r o p e r t r a i n i n g b u t t h e r e i s 
some a r g u m e n t on p r e c i s e l y w h a t t r a i n i n g s h o u l d be g i v e n t o r e c r u i t s 
b e f o r e t h e y go t o sea a n d w h a t s h o u l d be g i v e n t o t h e m a t l a t e r s t a g e s 
i n t h e i r c a r e e r s ; t h e r e i s a l s o some a r g u m e n t on p r e c i s e l y w h a t 
t r a i n i n g can and s h o u l d be g i v e n on b o a r d s h i p and w h a t s h o u l d be g i v e n 
a s h o r e . 
One o f t h e p r o b l e m s e m e r g i n g i n t h e . t r a i n i n g f i e l d i s t h a t s e n i o r 
o f f i c e r s , who may have e n d e d t h e i r g e n e r a l e d u c a t i o n a n d f o r m a l 
t r a i n i n g 20 o r 50 y e a r s e a r l i e r a r e e x p e c t e d t o t e a c h a n d t r a i n t h e 
y o u n g r e c r u i t s who a r e t h e p r o d u c t s o f a v a s t l y d i f f e r e n t e d u c a t i o n a l 
and t r a i n i n g s y s t e m . T h e r e i s e v i d e n c e t o s u g g e s t t h a t , t o g r e a t e r o r 
l e s s e r d e g r e e , many o f t h e o l d e r d e c k o f f i c e r s f e e l t h r e a t e n e d by 
t h e i r " b r i g h t e r " c a d e t s , R o c h d a l e ( l 9 7 0 ) r e c o g n i s e d t h i s p r o b l e m 
when he recommended a d e q u a t e t r a i n i n g and r e t r a i n i n g t h r o u g h o u t 
s e a f a r e r s ^ c a r e e r s . I t i s i n t e r e s t i n g t o n o t e i n a s e r i e s o f l e c t u r e s 
and p u b l i s h e d a r t i c l e s , and i n i n t e r v i e w s , t h a t s e n i o r p e r s o n s w i t h i n 
t h e m a r i n e e n g i n e e r i n g s e c t o r o f s h i p p i n g w e l c o m e , s u p p o r t a n d c a l l 
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f o r more c o l l e g e t r a i n i n g o f y o u n g m a r i n e e n g i n e e r s w h i l e some s e n i o r 
p e o p l e i n t h e d e c k s e c t o r seem t o o p p o s e and d e n i g r a t e t h e a d v a n c e d 
t r a i n i n g g i v e n t o y o u n g d e c k o f f i c e r s i n c o l l e g e s . 
A n o t h e r p o i n t o f d e b a t e c o n c e r n s t h e d e s i r a b i l i t y o r u n d e s i r a b i l i t y 
o f g i v i n g s e a f a r e r s n a t i o n a l l y r e c o g n i s e d q u a l i f i c a t i o n s and t r a i n i n g 
i n s k i l l s v^hich a r e i n demand a s h o r e . The o p p o n e n t s o f t h e n a t i o n a l 
q u a l i f i c a t i o n scheme s u g g e s t t h a t t h e s e c o u r s e s a c c e l e r a t e l a b o u r 
w a s t n g e w h i l e t h e s u p p o r t e r s o f t h e scheme b e l i e v e t h a t t h e k e y t o 
c o n t i n u e d r e c r u i t m e n t i n t h e f u t u r e l i e s i n g i v i n g s e a f a r e r s s k i l l s 
and q u a l i f i c a t i o n s o f u s e t o t h e m i n s h o r e employm.ent; t h e y p o i n t t o 
t h e many a n a l y s e s ( o n e o f w h i c h i s BOT 1 9 7 0 ) w h i c h show t h a t , on 
a v e r a g e i n V»'estern E u r o p e , s e a f a r e r s s t a y a t sea f o r no more t h a n 
a b o u t 8 y e a r s a n d , t h e r e f o r e , s p e n d t h e g r e a t e r p a r t o f t h e i r l i v e s 
w o r k i n g a s h o r e . 
A u s e f u l t o o l f o r i d e n t i f y i n g o n - and o f f - j o b t r a i n i n g was d e v e l o p e d 
by t h e Gas I n d u s t r y T r a i n i n g B o a r d . E v e r y t a s k r e q u i r e d f o r o v e r a l l 
p e r f o r m a n c e i s l i s t e d a n d e a c h t a s k i s scoT-ed i n t h r o e c o l u m s -
f r e q u e n c y a t w h i c h t h e t a s k i s p e r f o r m e d ( l f o r d a i l y ; 2 f o r t n i g h t l y ; 
3 m o n t h l y o r l o n g e r ) ; d e g r e e o f d i f f i c u l t y t o l e a r n t h e t a s k ( 1 i f 
e a s i l y l e a r n e d ; 2 i f s l i g h t l y d i f f i c u l t ; 3 i f v e r y d i f f i c u l t ) ; e f f e c t s 
o f i n c o m p e t e n c e ( 1 i f i n c o m p e t e n c e c a u s e s n o t h i n g more t h a n a n n o y a n c e ; 
3 i f i t c o u l d c a u s e a d i s a s t e r ) . The p r i n c i p l e can be i l l u s t r a t e d by 
u s i n g t h r e e t a s k s i n t h e d e c k d e p a r t m e n t . 
F r e q u e n c y L e a r n i n g E f f e c t s o f 
D i f f i c u l t y i n c o m p e t e n c e . 
Wa sh i n g p a i n t w o r k 1 1 
F i g h t i n g an o i l f i r e 3 3 3 
U s i n g a s e x t a n t 1 1 3 
Such a n a l y s i s shows t h a t w a s h i n g p a i n t w o r k i s a t a s k w h i c h can a n d 
• 
s h o u l d be l e a r n e d a b o a r d s h i p ; f i g h t i n g an o i l f i r e i s a t a s k w h i c h 
must be l e a r n e d a s h o r e , p r e f e r a b l y by s i m u l a t i o n ; u s i n g a s e x t a n t i s 
a t a s k w h i c h c a n and s h o u l d be l e a r n e d a b o a r d s h i p b u t , b e c a u s e 
i n c o m p e t e n c e c o u l d c a u s e a d i s a s t e r , some s e n i o r p e r s o n s h o u l d be 
s p e c i f i c a l l y d e t a i l e d t o c h e c k on t h e t r a i n e e ' s c o m p e t e n c e i n t h i s t a s k 
I f m a r i n e t e c h n o l o g y w e r e s t a t i c [ m e a n i n g t h a t t a s k s w o u l d r e m a i n s t a t i 
s u c h a n a l y s i s c o u l d h e l p r a t i o n a l i s e t r a i n i n g . B u t t e c h n o l o g y i s 
c h a n g i n g so r a p i d l y t h a t a s k i l l l e a r n e d t o d a y may be i r r e l e v a n t 
w i t h i n a y e a r o r t w o . The m o s t c r u c i a l q u e s t i o n t u r n s on t h e t y p e and 
amount o f g e n e r a l e d u c a t i o n s e a f a r e r s s h o u l d be g i v e n i n or^der t o be 
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a b l e t o c o p e w i t h f u t u r e c h a n g e s . H o e l ( 1 9 7 1 ) s u g g e s t s t h a t , i n t h e 
I ' u t u r e ^ w e s h a l l r e c r u i t o n l y y o u n g a d u l t s who h a v e h a d a g e n e r a l 
t e c h n i c a l e d u c a t i o n a s h o r e w h i l e o t h e r s ( e . g . M e r b s t 1 9 6 8 & 19G9; 
T h o r s r u d 1 9 7 1 ) f e e l t h a t t h e s o l u t i o n may l i e i n c r e a t i n g a " l e a r n i n g 
c u l t u r e " a b o a r d s h i p w i t h i n w h i c h c u l t u r e a l l c r e w members w i l l t e a c h , 
a n d l e a r n f r o m , e a c h o t h e r . I n a more g e n e r a l s e n s e t h e y a r e s u p p o r t e d 
by G e l l e r m a n ( 1 9 6 8 ) who s u g g e s t s t h a t c o n t i n u o u s l e a r n i n g w i l l be t h e 
i n d i s p e n s a b l e means t o f u t u r e j o b s a t i s f a c t i o n and t o j o b s e c u r i t y . 
BOT ( 1 9 7 0 ) V o l I I T a b l e 15 shows t h a t , w i t h t h e e x c e p t i o n o f e n g i n e e r 
o f f i c e r s , t h e g r e a t e r p r o p o r t i o n o f s e a f a r e r s who r e c e i v e d p r e - s e a 
t r a i n i n g r e p o r t e d t h a t i t d i d n o t t e a c h t h e m w h a t t o e x p e c t a t sea 
a n d , as t h o s e who f i n d a m i s m a t c h b e t w e e n r e a l i t y a n d e x p e c t a n c y a r e 
more l i k e l y t o l e a v e t h e s e a , t h i s p a r t i c u l a r f i n d i n g i n t h e s u r v e y 
has i m p o r t a n t i m p l i c a t i o n s f o r t h o s e r e s p o n s i b l e f o r t h e d e s i g n and 
i m p l e m . e n t a t i o n o f p r e - s e a t r a i n i n g . 
An i n t e r e s t i n g f i n d i n g , i n t h i s c o n n e c t i o n j i s t h e c h a n g i n g a t t i t u d e 
on p r c - s c a t r a i n i n g w i t h age. The p e r c e n t a g e s r e p o r t i n g t h a t p r e - s e a 
t r a i n i n g d i d n o t t e a c h them w h a t t o e x p e c t a t sea a r e : -
U n d e r 21 21-25 2 6 - 5 0 3 1 -40 
4 4 % 21% 
• 
2 2 % 1 5 % 
T h i s s h i f t i n r e s p o n s e c o u l d be due t o one o r more o f t h e f o l l o w i n g 
f a c t o r s : -
( i ) The o l d e r men have had t i m e t o e v a l u a t e t h e r e l e v a n c e o f t h e i r 
own p r e - s e a t r a i n i n g ; 
( i i ) The t r a i n i n g y e a r s ago was m a t c h e d t o t h e demands o f t h e j o b ; o r 
( i i i ) R e c e n t c h a n g e s i n p r e - s e a t r a i n i n g a r e n o t c o n g r u e n t w i t h t h e 
c h a n g e s t a k i n g p l a c e a b o a r d s h i p ^ 
An i m p o r t a n t f a c t o r s o m e t i m e s o v e r l o o k e d i n p r e - s e a t r a i n i n g c o n c e r n s 
t h e d e v e l o p m e n t o f " v a l u e s " . L e c k y ( 1 9 4 5 ) , Vroom ( l 9 6 4 ) and many o t h e r 
r e s e a r c h e r s have f o u n d t h a t j o b s a t i s f a c t i o n i s p a r t l y d e p e n d e n t u p on 
t h e d e g r e e t o w h i c h s k i l s , v a l u e d by. t h e i n d i v i d u a l w o r k e r , a r e u s e d 
and demanded by t h e j o b ; t h a t i s , o man d e r i v e s some s a t i s f a c t i o n o u t 
o f u s i n g a s k i l l w h i c h h e , h i m s e l f , v a l u e s . F o r e x a m p l e , i f i t i s known 
t h a t a c e r t a i n r e c r u i t i s t o be e m p l o y e d a t p a i n t i n g and a t u s i n g a 
p n e u m a t i c c h i p p i n g hammer, i t i s e s s e n t i a l t h a t he i s t a u g h t how t o do 
t h e s e t a s k s and t h a t he i s e n c o u r a g e d t o v a l u e ( b e p r o u d o f ) t h e s e 
a b i l i t i e s . T h e n , when he j o i n s h i s f i r s t s h i p a n d i s g i v e n t h e s e t a s k s , 
he w i l l e x p e r i e n c e some j o b s a t i s f a c t i o n . I f , on t h e o t h e r h a n d , h i s 
t r a i n i n g l e d h i m t o v a l u e c l i m b i n g m a s t s , s e w i n g c a n v a s and s p l i c i n g 
( a n d t o d e v a l u e p a i n t i n g and c h i p p i n g ) he w i l l e x p e r i e n c e d i s s a t i s -
f a c t i o n w h i l e e n g a g e d on p a i n t i n g and c h i p p i n g a b o a r d s h i p . 
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A number o f i n v e s t i g a t i o n s - some o f w h i c h a r c r e p o r t e d on 
t h e p r e c e d i n g pages - have been c a r r i e d o u t a b o a r d s h i p w i t h 
t h e s p e c i f i c a i m o f i m p r o v i i \ g s h i p e f f i c i e n c y by i d e n t i f y i n g 
t h e m o t o r s k i l l s and m e n t a l p r o c e s s e s r e q u i r e d t o c a r r y o u t 
s h i p b o a r d t a s k s and t h e n d e s i g n i n g a p p r o p r i a t e t r a i n i n g and 
e d u c a t i o n a l c o u r s e s ^ These i n v e s t i g a t i o n s h a v e been l i t t l e 
more t h a n T i m e - a n d - M o t i o n o r W o r k - S t u d i e s a n d h a v e f a i l e d 
t o t a k e i n t o a c c o u n t t h e v a l u e s e a f a r e r s p l a c e upon t h e i r 
v a r i o u s l y r e q u i r e d s k i l l s . They h a v e a l s o f a i l e d t o m e a s u r e 
and d e f i n e p r e c i s e l y t h a t p a r t o f t h e o f f i c e r ' s w o r k u s u a l l y 
d e s c r i b e d as ' l e a d e r s h i p * o r 'man-managcment' and y e t m o s t 
s h i p m a n a g e r s and s e n i o r o f f i c e r s f e e l t h a t t h e ' c o m p l e t e ' 
s h i p ' s o f f i c e r i s one who knows t h e t e c h n i c a l t a s k s o f h i s 
j o b and who g e t s t h e b e s t o u t o f h i s s u b o r d i n a t e s by c a r i n g 
f o r t hem and by p r o p e r l y d i r e c t i n g t h e i r e f f o r t s . 
A t t e m p t s have been and a r c b e i n g - made t o t e a c h t h e r u d i m e n t s 
o f p e r s o n n e l management t o o f f i c e r s a t t e n d i n g i n d u s t r i a l l y 
b ased s h o r t c o u r s e s b u t , u n d e s i g n e d l y , t h e m a j o r e f f o r t t o 
i n s t i l ' l e a d e r s h i p ' s k i l l s i n o f f i c e r s j.s a p p l i e d d u r i n g 
t h e i r t r a i n i n g p h a s e s s p e n t i n C o l l e g e s a s h o r e . 
Ety.i.oni ( l 9 6 l ) b a s e s h i s a n a l y s i s o f o r g a n i z a t i o n s on t h e 
g o a l s o f t h e o r g a n i z a t i o n , t h e t y p e s o f power u s e d , and t h e 
t y p e s o f i n v o l v e m e n t on t h e p a r t o f members. He r e c o g n i s e s 
t h e n eed f o r some d e g r e e o f n o r m a t i v e c o n t r o l t o be u s e d 
o v e r t h e h i g h e r e c h e l o n s o f members a n d t h e need f o r some 
d e g r e e o f m o r a l i n v o l v e m e n t on t h e i r p a r t . The E t z i o n i v i e w 
l e n d s some s u p p o r t t o t h e n o r m a t i v e t y p e o f t r a i n i n g g i v e n 
t o p r e - s e a c a d e t s wlio v/car u n i f o r m s and l i v e i n r e s i d e n t i a l 
t r a i n i n g e s t a b l i s h m e n t s . D o r n b u s c h (11)33) d e s c r i b e s t h e way 
i n w h i c h n o r m a t i v e c o n t r o l i s e x e r c i s e d o v e r s t u d e n t s i n 
r e s i d e n t i a l c o l l e g e s and t h e manner i n w h i c h t h e r o l e o f t h e 
c a d e t must s u p e r s e d e a l l o t l i c r r o l e s he has b e e n u s e d t o 
p l a y i n g i n t h e p a s t . G o f f m a n ( 1 9 5 7 ) p o i n t s t o t h i s and t o 
many o t h e r f e a t u r e s o f t h e i n d u c t i o n p r o c e s s . 
One o f t h e p r o b l e m s f a c i n g t h e m o d e r n s h i p p i n g i n d u s t r y i s 
t h a t , among r e c r u i t s o v e r t h e p a s t f e w y e a r s , t h e r e a r e s i g n s 
o f a g r o w i n g r e j e c t i o n o f t h e o l d e r f o r m s o f n o r m a t i v e t y p e s 
o f t r a i n i n g - f o r e x a m p l e , t h e y do n o t l i k e w e a r i n g u n i f o r m s -
and c o n f l i c t s a r e s t a r t i n g t o emerge b e t w e e n t h e v a l u e s h e l d 
by t h e o l d e r s e a f a r e r s i n t r a d i t i o n a l l y manned s h i p s and t h e 
v a l u e s p r e s e n t l y b e i n g i m p o r t e d by t h e y o u n g e r r e c r u i t s . 
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The i n d i v i d u a l ' s j o b ajfa,d j o b s a t i s f a c t i o n 
S u per ( 1 9 5 7 ) shows t h a t s a t i s f a c t i o n i n w o r k a n d l i f e d e p e n d s on t h e 
e x t e n t t o w h i c h a p e r s o n f i n d s o u t l e t s f o r h i s i n t e r e s t s , a b i l i t i e s 
and v a l u e s w h i l e H e r z b e r g ( l 9 6 6 ) s t a t e s t h a t f o r a j o b t o be r e w a r d i n g 
i t must be i n h e r e n t l y i n t e r e s t i n g t o t h e man, g i v e h i m some s e n s e o f 
r e s p o n s i b i l i t y a nd p u r p o s e a n d a l l o w f o r g r o w t h and a d v a n c e m e n t . 
The c l e a r e s t o u t l i n e o f b a s i c p s y c h o l o g i c a l j o b demands o r n e e d s w h i c h 
have been f o r m u l a t e d and t e s t e d i s g i v e n by T h o r s r u d ( 1 9 7 1 ) : -
( i ) t h e n e e d f o r t h e c o n t e n t o f t h e j o b t o be r e a s o n a b l y d e m a n d i n g 
o f t h e w o r k e r i n t e r m s o t h e r t h a n s h e e r e n d u r a n c e and y e t t o 
p r o v i d e o p t i m u m v a r i e t y ; 
( i i ) t h e need f o r b e i n g a b l e t o l e a r n on t h e j o b and t o go on 
l e a r n i n g ; 
( i i i ) t h e need f o r some m i n i m a l a r e a o f d e c i s i o n - m a k i n g t h a t t h e 
i n d i v i d u a l c an c a l l h i s own; 
( i v ) t h e n e e d f o r some m i n i m a l d e g r e e o f s o c i a l s u p p o r t a n d 
r e c o g n i t i o n i n t h e w o r k - p l a c e ; 
( v ) t h e n e e d f o r t h e i n d i v i d u a l t o be a b l e t o r e l a t e w h a t ho does 
and w h a t he p r o d u c e s t o h i s s o c i a l l i f e ; a n d 
( v i ) t h e need t o f e e l t h a t t h e j o b l e a d s t o some s o r t o f d e s i r a b l e 
f u t u r e . 
Vroom ( 1 9 6 4 ) m.akes two i m p o r t a n t p o i n t s r e l a t e d t o j o b s a t i s f a c t i o n and 
e f f e c t i v e p e r f o r m a n c e . I n s u m m a r i s i n g t h e r e s e a r c h i i t e r a t u r e he shows 
t h a t j o b s a t i s f a c t i o n c a n n o t be d e t e r m i n e d i n t e r m s o f t h e j o b a l o n e 
b u t t i i a t i n d i v i d u a l p e r s o n a l i t i e s and a s p i r a t i o n s m u st be t a k e n i n t o 
a c c o u n t ( H e r t s t 1970 and S i l v e r m a n 1970 b o t h s u p p o r t t h i s v i e w ) . I f an 
i n d i v i d u a l h a s p a r t i c u l a r n e e d s t o be s a t i s f i e d o r p a r t i c u l a r l y h i g h 
a s p i r a t i o n s , n e i t h e r o f w h i c h c a n be s a t i s f i e d by h i s p r e s e n t 
j o b , he w i l l n o t e x p e r i e n c e j o b s a t i s f a c t i o n n o m a t t e r w h a t the 
i n t r i n s i c f e a t u r e s o f t h e j o b may be. j\ow i f a p a r t i c u l a r j o b i s 
u n s a t i s f y i n g t o t h e p r e s e n t o c c u p a n t - s , we c a n e i t h e r ( i ) i m p r o v e t h e 
Jo b ; o r ( i i ) s e l e c t p e o p l e o f l o w e r a s p i r a t i o n l e v e l s who w i l l be 
s a t i s f i e d by t h e j o b . The s e c o n d m e t h o d i s t h e e a s y way o u t a n d t h i s 
may be a d o p t e d i n U r i t i s h s h i p s w i t h t h e p o s s i b l e i n t r o d u c t i o n o f t h e 
" w a t c h k e e p e r ' s c e r t i f i c a t e " f o r t h o s e men who c a n n o t p a s s t h e w h o l e 
r a n g e o f d e c k o f f i c e r e x a m i n a t i o n s and wlio a s p i r e t o no h i g h e r l e v e l 
t h a n t h a t o f w a t c h k e e p e r . B u t s u c h a s o l u t i o n h a s v e r y i m p o r t a n t 
i m p l i c a t i o n s f o r f u t u r e m a n n i n g c h a n g e s w h e r e a d v a n c e s i n m a r i n e 
t e c h n o l o g y a n d f u r t h e r c r e w r e d u c t i o n s may c a l l f o r f l e x i b l y m i n d e d , 
i n t e l l i g e n t men who can l e a r n new a n d d i f f i c u l t s k i l l s . 
A l l t h e t r e n d s p o i n t t o w a r d s i n c r e a s e d a u t o m a t i o n i n s h i p s o f t h e 
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f u t u r e a n d , as J o r d a n ( 1 9 G 3 ) shows u s , one o f t h e most i m p o r t a n t 
c h a r a c t e r i s t i c s o f man i n an a u t o m a t e d s y s t e m i s h i s a b i l i t y t o 
d e g r a d e . We may w e l l f i n d t h a t t h e men we r e q u i r e i n t e c h n i c a l l y 
a d v a n c e d s h i p s a r e t i i o s e who know when - and t o w l i a t e x t e n t - t h e y 
may " b e n d t h e r u l e s " s a f e l y . 
R e t u r n i n g t o Vroom, we f i n d t h a t he p o i n t s t o a n o t h e r i m p o r t a n t i s s u e 
c o n c e r n i n g j o b s a t i s f a c t i o n and e f f e c t i v e n e s s . He shows t h a t 
i n d i v i d u a l s p e r f o r m e f f e c t i v e l y when t h e y b e l i e v e t h a t e f f e c t i v e 
p e r f o r m a n c e l e a d s t o t h e a t t a i n m e n t o f w h a t t h e y d e s i r e . Now i f , as 
i n so many c o m p a n i e s , t r a v e l , wages and p r o m o t i o n a r e n o t d e p e n d e n t 
u p o n e f f e c t i v e p e r f o r m a n c e , w h a t p o s s i b l e r e a s o n c a n a s e a f a r e r h a v e 
f o r p e r f o r m i n g e f f e c t i v e l y ? I s i t f o r s e l f - e s t e e m , o r s e c u r i t y , o r 
a c c e p t a n c e by h i s s h i p m a t e s ? Why do some s e a f a r e r s p e r f o r m m o r e 
e f f e c t i v e l y t h a n o t h e r s ? Vve s i m p l y do n o t know. 
Katz e t a l ( 1 9 5 0 ) s u g g e s t t h a t j o b s a t i s f a c t i o n i s b e s t t r e a t e d a s 
a s e t o f d i m e n s i o n s ( a ) i n t r i n s i c j o b s a t i s f a c t i o n ; ( b ) company 
i n v o l v e m e n t ; ( c ) f i n a n c i a l and s t a t u s s a t i s f a c t i o n ; ano ( d ) p r i d e i n 
g r o u p p e r f o r m a n c e . C e n t e r s ( 1 9 4 8 ) f o u n d t h a t , i n o r d e r o f i m p o r t a n c e , 
w h i t e c o l l a r w o r k e r s and p r o f e s s i o n a l s p u t s e l f - e x p r e s s i o n , 
i n d e p e n d e n c e , i n t e r e s t i n g e x p e r i e n c e s , a n d s o c i a l s e r v i c e a s t h e f o u r 
most i m p o r t a n t a s p e c t s o f a j o b w h i l e m a n u a l w o r k e r s v a l u e d , i n o r d e r , 
s e c u r i t y , i n d e p e n d e n c e , s e l f - e x p r e s s i o n a n d s o c i a l s e r v i c e . 
T h e r e i s c o n f l i c t i n g e v i d e n c e on t h e e f f e c t o f p a r t i c i p a t i o n i n 
d e c i s i o n - m a k i n g on j o b s a t i s f a c t i o n , ' ^ h i s may be due t o t h e n e e d s o f 
d i r f e r e n t t y p e s o f p e o p l e - a u t h o r i t a r i a n s and d e p e n d e n t p e o p l e , f o r 
e x a m p l e , p r e f e r s t r o n g l y d i r e c t i v e l e a d e r s h i p a n d a r e n o t h a p p y when 
g i v e n a u t o n o m y . I n g e n e r a l , h o w e v e r , n u m e r o u s s t u d i e s show t h a t t h o s e 
r e p o r t i n g h i g h j o b s a t i s f a c t i o n say t h a t t h e y h a v e t h e o p p o r t u n i t y t o 
i n f l u e n c e d e c i s i o n s a f f e c t i n g t h e m . 
Adams ( 1 9 6 3 ) s u g g e s t s t h a t j o b s a t i s f a c t i o n may be p r e d i c t e d as a 
f u n c t i o n o f a man's b e l i e f s on t h e d e g r e e t o w t i i c h he p o s s e s s e s 
v a r i o u s s k i l l s ; b e l i e f s c o n c e r n i n g t h e d e g r e e t o w h i c h t h e s e a b i l i t i e s 
s h o u l d r e s u l t i n r e w a r d i n g o u t c o m e s ; b e l i e f s on t h e d e g r e e t o w h i c h he 
r e c e i v e s t h e s e r e w a r d s ; and b e l i e f s on t h e c o m p a r i s o n b e t w e e n h i s own 
a b i l i t i e s a nd r e w a r d s and t h o s e o f o t h e r s . 
H e r z b e r g ( 1 9 6 6 ) p r o p o u n d s a t h e o r y t h a t , i n w o r k , s a t i s f i e r s a n d 
d i s s a t i s f i e r s a r e n o t a t t h e two ends o f t h e same c o n t i n u u m . He d e f i n e s 
j o b s a t i s f i e r s as " m o t i v a t i o n a l f a c t o r s " a n d d i s s a t i s f i e r s a s 
" h y g i e n e f a c t o r s " . M o t i v a t o r s a r e t h e i n t r i n s i c f e a t u r e s o f t h e j o b 
s u c h as r e s p o n s i b i l i t y , c h a l l e n g e , a d v a n c e m e n t a n d a c h i e v e m e n t . 
H y g i e n e f a c t o r s a r e t h e e x t r i n s i c f e a t u r e s s u c h as t h e p e r s o n n e l p o l i c y 
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o f t h e company, w o r k i n g c o n d i t i o n s , w a g e s , e t c . Me f u r t h e r s u g g e s t s 
t h a t m e n t a l h e a l t h and m e n t a l i l l n e s s a r e n o t on t h e same c o n t i n u u m ; 
t h a t m e n t a l h e a l t h on t h e j o b i s r e J a t e d t o t h e e x t e n t t o w h i c h t h e 
m o t i v a t i o n a l f a c t o r s e x i s t i n t h e j o b a n d a r e s o u g h t a f t e r by t h e 
w o r k e r w h i l e m e n t a l i l l n e s s i s r e l a t e d t o t h e a b s e n c e o f h y g i e n e 
f a c t o r s . 
W h e t h e r we a g r e e w i t h H e r z b e r g ' s d e f i n i t i o n s o r n o t , h i s t h e o r y n e v e r -
t h e l e s s h a s some b e a r i n g on j o b s a t i s f a c t i o n a n d j o b r e d e s i g n a b o a r d 
s h i p . H e r z b e r g p o i n t s o u t t h a t when m o t i v a t i o n a l f a c t o r s a r e a b s e n t , 
w o r k e r s become more s e n s i t i v e t o t h e q u a l i t y o f t h e h y g i e n e f a c t o r s 
and w i l l c o n t i n u a l l y demand i m p r o v e m e n t s i n t h e s e f a c t o r s . I s t h i s , i n 
f a c t , w h a t i s h a p p e n i n g i n m e r c h a n t s h i p s ? A r e t h e c o n t i n u a l demands 
f o r i m p r o v e m e n t s i n a c c o m m o d a t i o n , l e i s u r e a m e n i t i e s a n d s p o r t s 
f a c i l i t i e s t h e r e s u l t o f an a b s e n c e o f m o t i v a t i o n a l f a c t o r s i n t h e j o b s 
a b o a r d modern s h i p s ? T h i s may be t h e c a s e f o r we do come a c r o s s 
s e a f a r e r s r e p o r t i n g s a t i s f a c t i o n w i t h t h e i r v o y a g e s a b o a r d o l d s h i p s 
w h e r e , a l t h o u g h t h e a c c o m m o d a t i o n i s p o o r , t h e age o f t h e s h i p a n d 
e n g i n e s and t h e d i f f i c u l t t r a d e s i n w h i c h many o f t h e s e o l d e r s h i p s 
a r e e n g a g e d make f o r more c h a l l e n g i n g j o b s , In c o n t r a d i s t i n c t i o n , we 
g e t r e p o r t s o f d i s s a t i s f a c t i o n f r o m s e a f a r e r s i n l a r g e , m o d e r n s h i p s 
i n w h i c h , t h e y s a y , t h e i r c a b i n s a r e '*too b i g " . 
Moreby fit T r a i l ( l 0 7 0 ) who b a s e d a s m a l l s u r v e y on H e r z b e r g ' s t h e o r y 
and on Vroom's h y p o t h e s i s r e g a r d i n g t h e i n c r e a s i n g i m p o r t a n c e o f a 
p a r t i c u l a r g o a l as i t becomes more a t t a i n a b l e ^ f o u n d t h a t H e r z b e r g * s 
d i s t i n c t i o n s b e t w e e n h y g i e n e and m o t i v a t i o n a l f a c t o r s c a n n o t be 
a p p l i e d t o t h e s e a f a r i n g j o b w i t h o u t some m o d i f i c a t i o n . T o i l o w i n g 
H e r z b e r g * s d e f i n i t i o n , f o r e x a m p l e , t r a v e l and s e e i n g t h e w o r l d s h o u l d 
be c l a s s e d as h y g i e n e f a c t o r s ( f o r t h e y a r e n o t i n h e r e n t f e a t u r e s o f 
t h e t a s k s p e r f o r m e d ) y e t many men say t h e y w e r e m o t i v a t e d t o go t o 
sea by t h e t h o u g h t o f t r a v e l and v i s i t i n g f o r e i g n c o u n t r i e s . E u r t h e r 
w o r k n e e d s t o be done i n t h i s a r e a b u t we may f i n d t h a t we h a v e t o 
a p p l y H e r z b e r g * s m o t i v a t i o n and h y g i e n e f a c t o r s t o t h e a c t u a l w o r k 
a b o a r d s h i p a n d , q u i t e s e p a r a t e l y , m o d i f i e d v e r s i o n s o f t h e s e f a c t o r s 
t o t h e l i f e a b o a r d s h i p . 
O t h e r w r i t e r s , t w o o f whom a r e W a l k e r S^ G u e s t ( 1 9 5 2 ) r o u g h l y e q u a t e 
H e r z b e r g * s " m o t i v a t o r s " w i t h j o b - c o n t e n t a n d " h y g i e n e f a c t o r s " w i t h 
j o b c o n t e x t . H e r z b e r g e t a l ( 1 9 5 9 ) f o u n d t h a t j o b - c o n t e n t was m ost 
f r e q u e n t l y m e n t i o n e d when s u b j e c t s r e p o r t e d on t h e i r s a t i s f a c t i o n o r 
on t h e " g o o d " p e r i o d s w h i l e j o b - c o n t e x t was m ost f r e q u e n t l y m e n t i o n e d 
by t h e d i s s a t i s f i e d s u b j e c t s . W a l k e r & G u e s t f o u n d e x a c t l y t h e 
o p p o s i t e i n t h e i r s t u d y o f a s s e m b l y l i n e w o r k e r s a n d Vroom s u g g e s t s 
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t h a t w h e t h e r a man c o n n e c t s j o b - c o n t e n t o r j o b - c o n t e x t w i t h p e r i o d s 
o f e x p e r i e n c e d j o b s a t i s f a c t i o n i s d e p e n d e n t u p o n t h e n a t u r e and l e v e l 
o f h i s j o b and may a l s o be d e p e n d e n t u p o n h i s p e r s o n a l i t y . 
I t i s i n t e r e s t i n g t o n o t e t h e manner i n w h i c h s e a f a r e r s r e p o r t on 
" g o o d " o r " b a d " s h i p s . L e a v i n g a s i d e t h e f a c t t h a t m o s t s e a f a r e r s 
l o o k on t h e i r " l a s t " s h i p as t h e p a r a g o n o f a l l v i r t u e , we f i n d t h a t 
r a t i n g s m o s t f r e q u e n t l y d e s c r i b e t h e i r b e s t s h i p s i n t e r m s o f f o o d , 
t h e M a s t e r and t h e M a t e ; e n g i n e e r o f f i c e r s u s u a l l y d e s c r i b e t h e i r b e s t 
s h i p s i n t e r m s o f t h e e n g i n e s ( e . g . " s h e r a n l i k e a s e w i n g m a c h i n e " ) ; 
w h i l e d e c k o f f i c e r s a l w a y s d e s c r i b e t h e i r s h i p s i n t e r m s o f t h e M a s t e r 
( g o o d o r b a d ) and t h e c r e w ( t r o u b l e f r e e o r t r o u b l e s o m e ) . T h u s , 
a c c o r d i n g t o H e r z b c r g ' s d e f i n i t i o n s , e n g i n e e r o f f i c e r s r e p o r t s a t i s -
f a c t i o n i n t e r m s o f j o b - c o n t e n t w h i l e d e c k o f f i c e r s a n d r a t i n g s r e p o r t 
i n t e r m s o f j o b - c o n t e x t . T h i s b e a r s t w o d i s t i n c t i n t e r p r e t a t i o n s : -
e i t h e r ( i ) e n g i n e e r o f f i c e r s g e t g r e a t e r i n t r i n s i c s a t i s f a c t i o n f r o m 
t h e i r a c t u a l j o b s w h i l e d e c k o f f i c e r s g e t no i n t r i n s i c 
s a t i s f a c t i o n f r o m t h e i r s ; 
o r ( i i ) d eck o f f i c e r s p e r c e i v e t h e i r j o b s a s b e i n g c o n c e r n e d w i t h 
e s t a b l i s h i n g h a r m o n i o u s r e l a t i o n s b e t w e e n a i l t h e p e o p l e 
on b o a r d a n d a r e , t h e r e f o r e , r e p o r t i n g j o b - c o n t e n t when 
t h e y r e f e r t o t h e M a s t e r and crev;, 
L i k e r t ( 1 9 6 1 ) s u g g e s t s t h a t t h e r e l a t i o n s h i p b e t w e e n s a t i s f a c t i o n and 
p e r f o r m a n c e becomes more p o s i t i v e w i t h i n c r e a s e d l e v e l o f s k i l l 
r e q u i r e d by t h e j o b w h i l e K a s l & F r e n c h ( 1 9 6 2 ) f o u n d t h a t , a l t h o u g h 
j o b s a t i s f a c t i o n i s h i g h e r i n j o b s o f h i g h e r s t a t u s , t l i e s t a b i l i t y 
o f t h i s s a t i s f a c t i o n t e n d s t o d e c r e a s e o w i n g t o t h e u p w a r d l y m o b i l e 
man u s i n g h i g h e r c r i t e r i a f o r m e a s u r i n g h i s own s a t i s f a c t i o n . 
The d e g r e e t o w h i c h i n t e r p e r s o n a l r e l a t i o n s h i p s a t w o r k a f f e c t j o b 
s a t i s f a c t i o n depends on t h e p a r t i c u l a r n e e d s o f t h e i n d i v i d u a l , on t h e 
s i m i l a r i t i e s o f a t t i t u d e s among t h e members o f t h e g r o u p , a n d on t h e 
p e r s o n a l i t i e s i n v o l v e d . Some p e o p l e a t t a c h g r e a t w e i g h t t o w o r k i n g 
w i t h p l e a s a n t c o - w o r k e r s w h i l e o t h e r s t e n d t o i g n o r e t h e i r c o l l e a g u e s 
and s e e k s a t i s f a c t i o n i n t h e w o r k i t s e l f o r i n t h e r e w a r d s i t b r i n g s . 
The d i f f e r e n c e b e t w e e n i n d i v i d u a l s i n t h i s r e s p e c t i s w e l l d e s c r i b e d 
by D a l t o n ( i n Whyte 1 9 5 5 ) u n d e r t h e c l a s s i f i c a t i o n s o f " R e s t r i e t e r s " 
and " R a t e - b u s t e r s " . T h i s i s an i m p o r t a n t i s s u e i n m o d e r n s h i p s w h e r e , 
b e c a u s e o f c r e w r e d u c t i o n s b e i n g made w i t h i n t h e t r a d i t i o n a l 
h i e r a r c h i c a l and d e p a r t m e n t a l s t r u c t u r e , i n t e r p e r s o n a l r e l a t i o n s h i p s 
a r e h a r d t o d e v e l o p , ( s e e H e r b s t 1968 & 1 9 6 9 ) , 
T h e r e i s l i t t l e d o u b t t h a t s u p e r v i s o r y s t y l e s h a v e some e f f e c t on 
p e r f o r m a n c e b u t t h e r e l a t i o n s h i p i s n o t a l t o g e t h e r c l e a r . A r g y l e e t a l 
( 1 9 5 8 ) f o u n d t h a t t h e amount o f c o n s i d e r a t i o n shown by s u p e r v i s o r s 
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c o r r e l a t e d w i t h e f f e c t i v e n e s s o f t h e w o r k u n i t a n d t h a t d i f f e r e n t 
s i t u a t i o n s r e q u i r e d i f f e r e n t s t y l e s . The n e e d f o r m a n a g e r s t o c l i a n g e 
t h e i r s t y l e s t o meet c l i a n g i n g o r g a n i s a t i o n a l , t e c h n o l o g i c a l and 
i n d i v i d u a l n e eds i s w e l l c o v e r e d i n R e d d i n ( 1 9 7 0 ) . 
H a l p i n ( l 9 5 7 ) f o u n d t h a t t h e amount o f c o n s i d e r a t i o n shown by a l e a d e r 
d e p e n d s on h i s p e r c e p t i o n o f t l i e d e g r e e t o w h i c h h i s s u b o r d i n a t e s 
a c c e p t h i m and a r e s a t i s f i e d w i t h h i m w h i l e P e l z ( l 9 5 l ) f o u n d t h a t 
t h e e f f e c t s o f l e a d e r c o n s i d e r a t i o n on j o b s a t i s f a c t i o n d e p e n d on t h e 
a m o u n t o f i n f l u e n c e e x e r c i s e d by t h e l e a d e r on h i s own s u p e r i o r s . T h i s 
i s p a r t i c u l a r l y t r u e i n t h e h i e r a r c h i c a l o r g a n i s a t i o n w h e r e i t has 
been f o u n d t h a t t h e d e g r e e t o w h i c h a s u p e r i o r c a n s a t i s f y t h e n e e d s 
o f h i s s u b o r d i n a t e s d e p e n d s on t h e s u b o r d i n a t e s ' p e r c e p t i o n s o f t h i s 
s u p e r i o r ' s power i n t h e o r g a n i s a t i o n . 
T h i s l a s t p o i n t i s o f key i m p o r t a n c e i n s h i p s f o r , i f t h e M a s t e r i s t o 
h a v e any e f f e c t on s a t i s f y i n g t h e n e e d s o f t h e c r e w , t ! i e c r e w must 
i : ) e i i e v e t h a t t h e M a s t e r has power i n t h e company a n d c a n i n f l u e n c e 
t h o s e above h i m . I f , f o r e x a m p l e , . a M a s t e r has t o s u b o r d i n a t e h i m s e l f 
t o a v e r y j u n i o r company o f f i c i a l ( o r , w o r s e s t i l l , i f he s u b o r d i n a t e s 
h i m s e l f even when n o t r e q u i r e d t o do s o ) he w i l l be c o m p l e t e l y 
i n e f f e c t i v e i n any a t t e m p t s t o " c a r e f o r " t h e crevv. The same a p p l i e s 
t o t h e r e l a t i o n s h i p b e t w e e n t h e C h i e f O f f i c e r , C h i e f E n g i n e e r and 
M a s t e r i n " c a r i n g f o r " t h e i r d e p a r t m e n t a l j u n i o r s a n d r a t i n g s . 
l i t z i o n i ( 1 9 6 1 ) p o i n t s o u t t h a t t h e l o w e r - r a n k i n g members o f a b u r e a u -
c r a c y r e j e c t and r e s e n t members o f t i i e l o w e r e l i t e b u t i d e n t i f y w i t h 
t h e i i i g h e r e l i t e members. They f e e l t h a t t h e s e m i d d l e m a n a g e r s a r e 
t l i e " b a d d i e s " a n d , i f o n l y t h e t o p man knew w h a t was g o i n g o n , he 
w o u l d p u t t h i n g s r i g h t . G o u l d n e r ( 1 9 5 5 ) a l s o t o u c h e s on t h i s a s p e c t 
o f b u r e a u c r a c i e s b u t w i t h p a r t i c u l a r r e f e r e n c e t o t h e e n v y f e l t by 
t h e s e m i d d l e m a n a g e r s o f t h e l o v / e r members who a r e l e s s s t r i c t l y 
c o n t r o l l e d t h a n t h e y a r e . i i e x p e c t e d Co sec t h e s e s e t s o f e n v i e s 
o p e r a t i n g i n some s h i p p i n g c o m p a n i e s * w h e r e t h e s e a - s t a f f see t h e l o w e r 
m a n a g e r s and s u p e r i n t e n d e n t s as t h e " b a d d i e s " , t h e " b a r s t o p r o g r e s s " , 
t h e " d i s t o r t e r s o f f a c t s " w h i l e t h e s e same l o w e r m a n a g e r s see t h e 
s e a f a r e r s as h a p p y - g o - l u c k y , f o o t - l o o s e i n d i v i d u a l s f r e e t o go w i i c r e 
t h e y l i k e , do w h a t t h e y l i k e and d r i n k w h a t t h e y l i k e ; b u t I d i d n o t . 
ICahn e t a l ( l O G 4 ) d e s c r i b e i n some d e t a i l t h e i m p o r t a n c e o f r o l e s when 
c o n s i d e r i n g p e o p l e w o r k i n g w i t h i n an o r g a n i s a t i o n . A r o l e i s d e f i n e d 
as t h e a c t i v i t i e s t o be p e r f o r m e d by a p e r s o n who o c c u p i e s a p a r t i c u u r 
" o f f i c e " w i t h i n t h e o r g a n i s a t i o n . T t i e i r a p p r o a c h h e l p s us t o i d e n t i f y 
seme o f t h e p r o b l e m s i n h e r e n t i n m o s t w o r k i n g s i t u a t i o n s . R o l e c o n f l i c t 
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i s e x p e r i e n c e d when a man comes u n d e r c o n f l i c t i n g i n s t r u c t i o n s o r 
e x p e c t a t i o n s w h i l e r o l e a m b i g u i t y i s e x p e r i e n c e d when a man does n o t 
know w h a t i s r e q u i r e d o f h i m . R o l e o v e r l o a d i s e x p e r i e n c e d when a 
p e r s o n c a n n o t p o s s i b l y p e r f o r m a l l t h e t a s k s r e q u i r e d o r e x p e c t e d o f 
h i m w i t h i n t h e g i v e n t i m e . R o l e c o n f l i c t , u m b i g u i t y a n d o v e r l o a d c a n 
a J l be v i e w e d as f o r m s o f c o n f l i c t a n d t h e d e g r e e t o w h i c h a man 
e x p e r i e n c e s s u ch c o n f l i c t , a n d h i s c o p i n g r e s p o n s e s t o i t , d e p e n d upon 
h i s own p e r s o n s i i t y , t h e o b j e c t i v e and p s y c h o l o g i c a l e n v i r o n m e n t s 
s u r r o u n d i n g h i m , and t h e p e r s o n a l i t i e s o f t h e p e o p l e c a u s i n g t h e r o l e 
c o n f l i c t c 
I n a l l c a s e s o f r o l e c o n f l i c t t h e p e r s o n e x p e r i e n c e s t e n s i o n and 
f r u s t r a t i o n - t o g r e a t e r o r l e s s e r e x t e n t - b u t t h e m e t h o d s u s e d t o 
d e a l W i t t : t h e s i t u a t i o n d e p e n d on t h e man's p e r s o n a l i t y . Some p e o p l e 
t r y t o d e a l w i t h t h e o b j e c t i v e s i t u a t i o n , t h a t i s w i t h t h e c a u s e s o f 
t h e c o n f l i c t , w h i l e o t h e r s t u r n i n w a r d s and t r y t o d e a l w i t h t h e 
u n p l e a s a n t f e e l i n g s and e m o t i o n s a r o u s e d by t h e c o n f l i c t . I n a l l c a s e s , 
h o w e v e r , i t has b e e n f o u n d t h a t p e r s o n s e x p e r i e n c i n g r o l e c o n f l i c t a r c 
more w o r r i e d and b o t h e r e d a b o u t t h e w o r k s i t u a t i o n ; s u f f e r a r e d u c t i o n 
j.n j o b s a t i s f a c t i o n ; a n d , t o some e x t e n t , l o s e c o n f i d e n c e i n t h e i r 
s u p e r i o r s and i n t h e o r g a n i s a t i o n . The w o r s t f o r m o f c o n f i J c t i s 
e x p e r i e n c e d by a p e r s o n whose r o l e s e n d e r s have power o v e r h i m n n d , a t 
t h e same t i m e , a r c d e p e n d e n t u p on h i m . 
I f we v i e w l i f e and w o r k a b o a r d s h i p f r o m t h e p e r s p e c t i v e o f r o l e s we 
can u n d e r s t a n d some f o r m s o f c o p i n g b e h a v i o u r when s e a f a r e r s come u n d e r 
r o l e c o n f l i c t . C e r t a i n g r a d e s o f s e a f a r e r s can w i t h d r o w f r o m t h o s e 
c a u s i n g t h e c o n f l i c t ; f o r e x a m p l e , t h e d e c k r a t i n g s c a n , t o c e r t a i n 
e x t e n t , w i t h d r a w f r o m t h e M a t e . To some e x t e n t , t h e e n g i n e e r o f f i c e r s 
c an w i t h d r a w f r o m t h e C h i e f E n g i n e e r o r s e e k h e l p f r o m t h e i r f e l l o w 
e n g i n e e r s . But t h e h i g h e s t d e g r e e o f c o n f l i c t w i l l u n d o u b t e d l y be 
e x p e r i e n c e d by t h e d e c k o f f i c e r s u n d e r an u n s u i t a b l e I ^ i a s t e r , N o t o n l y 
a r e t h e y o c c u p a t i o n a l l y c l o s e r t o h i m b u t t h e i r p e r s o n a l c o n t a c t s w i t h 
t h e M a s t e r a r e more f r e q u e n t t h a n f o r any o t h e r members o f t h e c r e w -
t h e M a s t e r v i s i t s t h e b r i d g e f r e q u n t l y d u r i n g t h e day a n d n i g h t . I n 
a d d i t i o n t h e M a s t e r i s d e p e n d e n t u p o n t h e d e c k o f f i c e r s f o r t h e 
s e c u r i t y o f h i s own j o b ( c e r t i f i c a t e ) . I n some c a s e s , t h e d e c k o f f i c e r s 
may e x p e r i e n c e ^ o l e c o n f l i c t b e t w e e n t h e i \ i a 5 t e r ' s i n s t r u c t i o n s and 
t h e i r own e x p e c t a t i o n s on w h a t t h e y a r e c a p a b l e o f d o i n g ; i n o t h e r 
c a s e s t h e y may e x p e r i e n c e a m b i g u i t y t h r o u g h l a c k o f c l e a r i n s t r u c t i o n s 
on w h a t i s r e q u i r e d o f them. I n s u c h c a s e s , w h a t c a n t h e s e d e c k o f f i c e r j 
do7 They p e r c e i v e t h a t t h e M a s t e r h a s power o v e r t h e m w h i c h p r e v e n t s 
thorn d e a l i n g w i t h t h e o b j e c t i v e c a u s e o f t h e c o n f l i c t ; t h e y c a n n o t 
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p h y s i c a l l y w i t h d r a v ; f r o m t h e b r i d ^ j . e and f r o m t h e M a s t e r , so t h e y t e n d 
t o w i t h d r a w i n w a r d l y and may r e l i e v e t h e i r t e n s i o n s i n p h a n t a s y oi* i n 
a l c o h o l . One o f t h e most u r g e n t t a s k s i n m e r c h a n t s h i p p i n g may be t o 
r e d u c e p o t e n t i a l r o l e c o n f l i c t and a m b i g u i t y a n d t o i i p . p r o v e r o l e 
c l a r i t y . K i z z o e t a l ( 1 9 7 0 ) have u p d a t e d t h e w o r k on r o l e c o n f l i c t 
a nd g i v e , i n t h e i r q u e s t i o n n a i r e , a u s e f u l t o o l f o r i n v e s t i g a t i o n i n 
t h i s a r e a . 
C a r e e r d e v e l o p m e n t and p e r s o n a l i t y c h a n g e s . 
Roe ( 1 956-) d r a w s on s e v e r a l s t u d i e s t o show t h a t i n t e r e s t s c h a n g e f a i r l y 
r a p i d l y b e t w e e n t h e a g es o f 15 and 25 b u t v e r y l i t t l e a f t e r t h a t , ^ h i s 
may h e l p us t o u n d e r s t a n d , i n p a r t , t h e w a s t a g e o f y o u n g e r s e a f a r e r s . 
T h e i r i n t e r e s t s a t IG o r 18 m.ay h a v e l e d them t o sea b u t s u b s e q u e n t 
c h a n g e s i n i n t e r e s t s may l e a d them away f r o m t h e sea w i t h o u t t h e r e 
b e i n g a n y t h i n g i n h e r e n t l y w r o n g w i t h t h e i r j o b s . Vroom ( l 9 6 4 ) t o o stiows 
t i t a t t h e d e c i . s i o n c o n c e r n i n g o n e ' s f u t u r e i s n o t a s i n g l e e v e n t 
o c c u r i n g a t one i n s t a n t o f t i m e b u t i s a p r o c e s s c o n t i n u i n g o v e r t i m e . 
T h e r e i s some d e b a t e on w h ^ b e r t h e t y p e o f j o b and c h a n g i n g i n t e r e s t s 
do, i n some way, n i o d i f y o r c h a n g e t h e p e r s o n a l i t y y a nd much more w o r k 
n e e d s t o be done among s e a f a r e r s b e f o r e we know w h a t e f f e c t t h e sea 
l i f e has on p e r s o n a l i t y . U a v i d W i n n i c o t t ( T a v i s t o c k I n s t i t u t e ) i n t r o -
d u c e d t h e n o t i o n o f t h e " f a l s e p e r s o n a l i t y " i n w h i c h c e r t a i n p e o p l e 
a r e seen as b e c o m i n g a s e t o f c o m p e t e n c e s i n s t e a d o f w h o l e , r o u n d e d 
b e i n g s . D e p r e s s i v e a n x i e t y s e t s i n when t h e s e c o m p e t e n c e s f a i l o r becom<| 
i r r e l e v a n t and t h e h i g h p r o p o r t i o n o f s e a f a r e r s who d i e so soon a f t e r 
r e t i r e m e n t fr-om t h e sea s u g g e s t s t h a t v a l u a b l e r e s e a r c h c o u l d be done 
among men who h a v e s p e n t t h e i r w h o l e w o i ^ k i n g l i v e s a t sea and t h e 
m e c h a n i s m s t h e y a d o p t on c o m i n g a s h o r e t o r e t i r e . 
B u i l d i n g on K o e s t l e r * s ( i 9 4 5 ) n o t i o n o f " y o g i s a n d c o i n u i i s s a r r * " , Emery 
p u t f o r w a r d a h y p o t h e s i s o f p e r s o n a l i t y c h a n g e b a s e d on t h e v/ay i n 
w h i c h p e o p l e h a n d l e i n f o r m a t i o n ^ tha ' t i s , on t h e d e g r e e o f s e l e c t i v i t y 
i n i n p u t s o f i n f o r m a t i o n and a c t i o n t a k e n on r e c e i v e d i n f o r m a t i o n . I f 
I i n t e r p r e t fclmery c o r r e c t l y , he s u g g e s t s t h a t i n d i v i d u a l s can be r a t e d 
a l o n g t w o d i m e n s i o n s ( i ) p r o p o r t i o n o f i n f o r m a t i o n r e c e i v e d / a c c e p t e d 
f r o m t h e e x t e r n a l e n v i r o n m e n t - a t one end t h e h i g h l y s e l e c t i v e t y p e 
who t a k e s i n v e r y l i t t l e and t h e o t h e r e n d t h e t y p e who t a k e s i n a l m o s t 
e v e r y t h i n g ; ( i i ) a c t i o n t a k e n on i n f o r m a t i o n r e c e i v e d - a t one end t h e 
t y p e who t a k e s no a c t i o n ( b u t who may t h i n k o r b r o o d a b o u t i n f o r m a t i o n 
r e c e i v e d ) a n d a t t h e o t h e r end t h e t y p e who t a k e s i m m e d i a t e a c t i o n , 
s o m e t i m e s w i t h o u t s u f f i c i e n t t h o u g h t . I f t h e s e s c a l e s a r e d r a w n a t 
r i g h t a n g l e s w e h a v e , a t one e x t r e m e c o r n e r t h e " Y o g i " o r m o t h e r - s o n 
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t y p e v/ho i s h i g h l y s e l e c t i v e / r e s t r i c t e d i n w h a t he t a k e s i n and who 
k e e p s s u c l i i n f o r m a t i o n v / i t h i n h i m s e l f w h i l e d i a m e t r i c a l l y o p p o s i t e we 
have t h e " C ommissar" o r f a t h e r - s o n ( n o r m a l m a l e a d o l e s c e n t ) t y p e . 
Emery h y p o t h e s i s e s t h a t b o t h d e c k and e n g i n e e r c a d e t s s t a r t o f f as 
n o r m a l m a l e a d o l e s c e n t s b u t s u b s e q u e n t j o b e x p e r i e n c e may m o d i f y t h e i r 
d e v e l o p m e n t i n d i f f e r e n t w a y s . I n t h e c a s e o f t h e e n g i n e e r who can and 
does a c t u p o n i n f o r m a t i o n r e c e i v e d , he becomes more s e l e c t i v e i n t h e 
i n f o r m a t i o n r e c e i v e d b u t , a t l e a s t , he d o e s a c t upon i t . He d e v e l o p s 
i n t o a n o r m a l m a l e a d u l t . I f t h e d e c k o f f i c e r i s a l l o v / e d and e n c o u r a g e d 
t o a c t u p o n i n f o r m a t i o n r c c i v e d h e , t o o , w i l l d e v e l o p i n t h e same v;ay. 
But i f he i s p r e v e n t e d ^ upon i n f o r m a t i o n r e c e i v e d by h a v i n g t o 
c a l l the M a s t e r f o r a l l n a v i g a t i o n a l c r i s e s and t h e M a t e f o r a l l c a r g o 
c r i s e s , he w i l l d e v e l o p i n a d i f f e r e n t way. He w i l l become e i t h e r a 
" m o t h e r - t y p e " t a k i n g i n a i l t h e i n f o r m a t i o n a r o u n d h i m and t h e n w o r r y i n j L j 
a b o u t i t , o r a Y o g i - t y p e - a "dreamy g u y " - t a k i n g i n o n l y p a r t o f t h e 
i n f o r m a t i o n a r o u n d h i m , k e e p i n g i t w i t h i n h i m s e l f and n o t a c t i n g u p o n 
i t . No w o r k h a s y e t been p u b l i s h e d i n t h i s a r e a b u t i f F.mery i s f o u n d 
t o be c o r r e c t t h e n t h i s p e r s o n a l i t y c h a n g e has i m p o r t a n t i m p l i c a t i o n s 
f o r s h i p s a f e t y . I t means t h a t i f we w i s h t o d e v e l o p d e c k c a d e t s i n t o 
e f f i c i e n t and s a t i s f i e d b r i d g e v/a t c h k e e p e r s , v.-e may n e e d t o g i v e t h e 
y o u n g d e c k o f f i c e r s more p e r s o n a l r e s p o n s i b i l i t y on t h e b r i d g e t h a n 
some have a t p r e s e n t . 
Roe ( 1 9 5 6 ) m a i n t a i n s t h a t t h e n e e d s o f s e l f - r e s p e c t a n d s e l f - e s t e e m 
a r e f i r m l y b a s e d i n r e a l i t y a nd a r e r e l a t e d t o t h e r e s p e c t a n d e s t e e m 
o f o t h e r s , A p e r s o n d e s i r e s s e l f - c o n f i d e n c e , and c o n f i d e n c e i n h i s 
a b i l i t i e s t o cope w i t h c o n t i n g e n c i e s w h i c h may a r i s e . The n e e d f o i - a 
sense o f c o m p e t e n c e i s a l s o r e p o r t e d by W h i t e ( 1 9 6 3 ) w h i l e R o s e n b e r g 
( 1 9 6 8 ) s u g g e s t s t h a t we a r e a l l u n d e r p r e s s u r e t o p r o t e c t one a n o t h e r ' s 
s e l f e steem. One w o n d e r s v/ho p r o t e c t s t h e s e l f - e s t e e m o f c a d e t s and 
" f i r s t - t r i p p e r s " i n m e r c h a n t s h i p s . C l i n i c a l r e s e a r c h shows t h a t t h e 
r e c o g n i t i o n o f o n e s e l f as c o m p e t e n t i s b a s e d p a r t l y on t h e r e a c t i o n s o f 
and a c c e p t a n c e by o t h e r s as b e i n g so\ I f t h e s e n e e d s ( o f b e i n g 
r e c o g n i s e d by o t h e r s as c o m p e t e n t ) a r e t h w a r t e d , t h i s l e a d s t o f e e l i n g s 
o f i n f e r i o r i t y a n d h e l p l e s s n e s s . T hese f a c t s , t i e d i n w i t h E mery's 
n o t i o n s a b o u t c h a n g e s i n t h e p e r s o n a l i t y among p e o p l e who a r e p r e v e n t e d 
f r o m a c t i n g a n d , t h u s , d i s p l a y i n g t h e i r c o m p e t e n c e , may l i e a t t h e 
r o o t o f t h e h i g h w a s t a g e o f y o u n g d e c k o f f i c e r s and c a d e t s . E n g i n e e r 
o f f i c e r s , on t h e o t h e r h a n d ^ no m a t t e r how y o u n g o r new t h e y may b e , 
a r e c a l l e d upon t o do s p e c i f i c j o b s i n t h e e n g i n e r o o m a n d a r e g i v e n 
ample o p p o r t u n i t y t o d i s p l a y t h e i r c o m p e t e n c e ; t h e y g r o w i n t o more 
h e a l t h y a d u l t s as a r e s u l t . A r e t h e s e t h e f a c t o r s w h i c h e x p l a i n t h e 
•- 57 -
s i g n i f i c a n t d i f f e r e n c e b e t w e e n d e c k and e n g i n e e r o f f i c e r s when a s k e d 
w h e t h e r t h e y w o u l d a d v i s e a n y o n e e l s e t o go t o s e a ? (BOT 1970 V o l l l 
T a b l e 79) 
D eck O f f i c e r s l i l n g i n e e r O f f i c e r s 
W o u l d a d v i s e anyone t o go t o sea 2 3 % 5G^ 
W ould a d v i s e anyone n o t t o go t o sea 3 8 % 1 8 % 
Roe ( 1 9 5 6 ) r e p o r t s on h e r own and on t h e r e s e a r c h o f o t h e r s w h i c h show 
t h a t f e e l i n g s o f p e r s o n a l w o r t h a n d s e l f - e s t e e m a r e c l o s e l y l i n k e d t o 
t h e amount o f r e s p o n s i b i l i t y t h e j o b e n t a i l s . I f t h e t o t a l q u a n t i t y o f 
r e s p o n s i b i l i t y i n r u n n i n g a s h i p c o u l d be m e a s u r e d i n some w a y , c a n we 
see t h e o n b o a r d r e s p o n s i b i l i t y i n t h e e n g i n e e r i n g d e p a r t m e n t i n c r e a s i n g 
a t such a r a t e t h a t t h e r e a r e l a r g e r " s h a r e s " o f r e s p o n s i b i l i t y f o r a l l 
t l i e e n g i n e e r o f f i c e r s ; and t h a t d e v e l o p m e n t s i n m a r i n e c o m m u n i c a t i o n s , 
p l u s d e v e l o p m e n t s i n m e c h a n i s e d c a r g o - h a n d l i n g p l u s o v e r - c o n t r o l f r o m 
t h e s h o r e have c a u s e d t h e r e s p o n s i b i l i t y o f t h e M a s t e r and d e c k o f f i c e r : 
t o be w h i t t l e d away u n t i l t h e r e i s i n s u f f i c i e n t r e s p o n s i b i l i t y t o be 
" s h a r e d " a r o u n d among a l l t h e d e c k o f f i c e r s w i t h t h e M a s t e r ( a n d , 
p o s s i b l y , t h e M a t e ) h o l d i n g on t o w h a t l i t t l e r e s p o n s i b i l i t y i s l e f t ? // 
Many w r i t e r s , i n c l u d i n g Kahn e t a l ( 1 9 6 4 ) r e p o r t t h a t i n d i v i d u a l s 
d i f f e r i n t h e way t h e y a c c e p t and c o p e w i t h h o s t i l e a n d a n x i o u s 
r e a c t i o n s . Some p e o p l e w i l l d e a l w i t h t h e o b j e c t i v e c a u s e o f s t r e s s and 
c o n f l i c t b u t , i f u n a b l e t o do s o , ( a n d a t sea p o s s i b l y b e c a u s e t h e 
h i e r a i - c h i c a l n a t u r e o f t h e s o c i a l e n v i r o n m e n t p r e v e n t s them f r o m d o i n g 
s o ) , i n d i v i d u a l s may a d o p t one o r more d e f e n c e m e c h a n i s m s s u c h as 
r e p r e s s i o n , p r o j e c t i o n o r d i s p l a c e m e n t o r t h e y may t u r n t o p h a n t a s y , 
a l c o h o l , d r u g s a n d s e l f - i n d u l g e n c y o f s e n s o r y p l e a s u r e s . As one o f t h e 
f e a t u r e s o f a b u r e a u c r a c y i s t h e r e q u i r e m e n t t h a t s u b o r d i n a t e s a c c e p t 
a n d obey a s u p e r i o r u n t i l ( i f e v e r ) he i s r e p l a c e d by i n s t i t u t i o n a l 
a u t h o r i t y , a n d a s s h i p s a r e r u n on b u r e a u c r a t i c l i n e s , we may h a v e t o 
g i v e v e r y c a r e f u l a t t e n t i o n t o c r e a t i n g m e c h a n i s m s t h r o u g h w h i c h men 
c a n d e a l w i t h e x p e r i e n c e s o f r o l e a m b i g u i t y and s t r e s s i n a h e a l t h y 
m anner. 
F i n a l l y , Vroom ( 1 9 6 4 ) f o u n d t h a t i f men v a l u e p r o m o t i o n and b e l i e v e t h a f | 
s u p e r i o r p e r f o r m a n c e i n c r e a s e s t h e i r c h a n c e s o f p r o m o t i o n t h e y v ; i l l 
w o r k b e t t e r t h a n men who do n o t v a l u e p r o m o t i o n o r who b e l i e v e t h a t 
p r o m o t i o n i s n o t r e l a t e d t o p e r f o r m a n c e . I n some s h i p p i n g com.pnnies 
one w o n d e r s i f p r o m o t i o n i s s u f f i c i e n t l y r e l a t e d t o p e r f o r m a n c e f o r , 
n o t i n f r e q u e n t l y , i t i s r e l a t e d t o l e n g t h o f s e r v i c e o r t o b e i n g i n 
t h e r i g h t p l a c e a t t h e r i g h t t i m e . Vroom a l s o p o i n t s o u t t h a t n o n -
p r o m o t i o n can be f r u s t r a t i n g t o men who e x p e c t e d p r o m o t i o n a n d one may 
d o u b t t h e w i s d o m o f c o m p a n i e s e m p h a s i s i n g p r o m o t i o n a l o p p o r t u n i t i e s t o 
new r e c r u i t s e s p e c i a l l y a t t h i s p e r i o d when t h e nunU3e_r o f s h i p s i s . 
b e i n g r e d u c e d . 
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M a r r i a g e 
V e r y l i t t l e h a s b e e n p u b l i s h e d on m a r r i a g e a n d t h e s e a f a r e r a l t h o v i g h 
many r e p o r t s ( i n c l u d i n g BOT 1 9 7 0 ) h i g h l i g h t m a r r i a g e a s a m a j o r c a u s e 
o f men l e a v i n g t h e s e a . B u t a n u m b e r o f r e s e a r c h e r s a r c now q u e s t i o n i n g 
t h e v a l i d i t y o f t h e s t a t e m e n t t h a t m a r r i a g e i s t h e m a j o r c a u s e o f 
w a s t a g e f o r ( i ) many o f t h e men who l e a v e a r e u n m a r r i e d a n d n o t e n g a g e d 
a n d ( i i ) ' ' m a r r i a g e " i s a v e r y a c c e p t a b l e e x c u s e w h i c h b a r s f u r t h e r 
q u e s t i o n i n g a n d w h i c h a l l o w s t h e d e p a r t i n g s e a f a r e r a n d h i s f o r m e r 
e m p l o y e r t o h i d e t h e o t h e r c a u s e s o f d i s s a t i s f a c t i o n . 
I n t e r v i e w s a n d d i s c u s s i o n s l e a d t o t h e " h u n c h " t h a t v / h e t i i e r o r n o t a 
m a r r i e d s e a f a r e r l e a v e s t h e s e a d e p e n d s on a n u m b e r o f f a c t o r s among 
w h i c h a r e : -
a ) H i s s e a r c h f o r a c o n t i n u o u s , s t a b l e r e l a t i o n s h i p w i t h s o m e o n e . He 
d o e s n o t g e t s u c h s t a b i l i t y a b o a r d s h i p a n d t h u s s e e k s i t i n h i s w i f e 
n n d c h i l d r e n . 
b ) T h e a g e s o f t h e c h i l d r e n . I t a p p e a r s t h a t c h i l d r e n n e e d t h e i r f a t h e r 
a t home a t a b o u t t h e t i m e o f s t a r t i n g s c h o o l , 4 t o t i , a n d a g a i n a t 
t h e t i m e o f c h a n g i r t g s c h o o l s , M t o 15, 
c ) T i i e s e a f a r e r ' s p e r c e p t i o n o f h i s w i f e ^ s a b i l i t y t o c o p e w i t h c h i l d 
u p b r i n g i n g a n d o t h e r d o m e s t i c c r i s e s . 
d ) T h e a v a i l a b i l i t y o f h i s w i f e ' s p a r e n t s a n d r e l a t i v e s . 
e ) T h e t r e n d i n m o d e r n s o c i e t y a w ay f r o m " e x t e n d e d " f a m i l i e s a n d t o w a r d 
more " n i s c 1 e a r " f a m i l i e s . 
f ) W i t h t h e p o s s i b l e e x c e p t i o n o f men f r o m c e r t a i n t r a d i t i o n a l s o a f a r i n 
c o m m u n i t i e s , p a r t i c u l a r l y i f no o t h e r j o b s a r e a v a i l a b l e i n t h e 
n e i g h b o u r h o o d , t h e m a r r i e d s e a f a r e r v/ho l e a v e s h i s w i f e a n d c h i l d r e n 
t o go t o s e a e x p e r i e n c e s f e e l i n g s o f g u i l t t o g r e a t e r o r l e s s e r 
d e g r e e . 
g ) The f e a r e d , p e r c e i v e d and a c t u a l c i i a n g e s t a k i n g p l a c e i n h i s home 
d u r i n g h i s a b s e n c e . 
h ) T h e p e r c e i v e d s o c i a l i s o l a t i o n o f h i s w i f e w h i l e he i s a w a y a t s e a . 
i ) T h e s e v e r e p r c b i c i n s t o b o t h w i f e a n d c h i l d r e n o f t h e c h a n g i n g r o l e 
o f " h e a d o f h o u s e h o l d " a s t h e h u s b a n d a l t e r n a t e s b e t w e e n home a n d 
s h i p . 
j ) I n some f e w c a s e s t h e r e may be c o n c e r n a b o u t t h e f i d e l i t y o f t h e 
s e a f a r e r o r h i s w i f e . 
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THE .SHIP 
R i c h u r d s o n (19'56) s u ^ j . ^ e s t s t h a t t h e m a i n p u r p o s e o f a m e r c i i a n t s h i p 
i s to t r a n s p o r t c n r g o a n d p a s s e n g e r s . T h i s d e m a n d s t h r e e m a i n a r e a s 
o r w o r k : ( l ) l o a d i n g / d i s c h a r g i n g c a r g o a n d p a s s e n g e r s ; ( 2 ) t a k i n g t h e 
s h i p s a f e l y f i o m d e p a r t u r e t o d e t i n a t i o n ; a n d ( 3 ) m a i n t a i n g t h e s h i p 
t h r o u g h o u t h e r l i f e . The w h o l e i s s u e o f g o a l s , p u r p o s e s , o b j e c t i v e s 
and m i s s i o n s w i l l be c o v e r e d l a t e r i n t h i s C h a p t e r b u t i i t 
i s w o r t h m e n t i o n i n g t h a t R i c h a r d s o n ' s d e f i n i t i o n d o e s n o t go f a r 
e n o u g h - he n e g l e c t s t h e r e l a t i o n s h i p b e t w e e n r e v e n u e a n d o p e r a t i o n a l 
c o s t s a n d , more i m p o r t a n t l y , he n e g l e c t s t h e c o n t r i b u t i o n w l i i c h t h e 
c r e w n e e d t o make t o t h e f u t u r e e x i s t e n c e o f t h e c o m p a n y . A s an o b j e c t , 
t h e s h i p c a n n o t i n f l u e n c e t h e f u t u r e o f t h e c o m p a n y b u t t h e t r a i n i n g 
and d e v e l o p m e n t o f t h e c r e w h a s a c r u c i a l e f f e c t on w h e t h e r t h e c o m p a n y 
c a n i n t r o d u c e more a d v a n c e d s h i p s t h u s a v o i d i n g b e i n g s q u e e z e d o u t o f 
t h e s h i p p i n g b u s i n e s s by t e c h n o l o g i c a l o b s o l e s c e n c e . 
I n t h i s P a r t t h e s h i p w i l l be d e s c r i b e d f r o m a n o r g a n i s a t i o n a l a n d 
human p o i n t o f view„ 
L i t v / a k ( 1 9 0 1 ) p o i n t s o u t t h a t t h e c l a s s i c a l b u r e a u c r a c y i s m o s t e f f i c i e r 
when t h e o r g a n i s a t i o n h a s t o d e a l w i t h u n i f o r m e v e n t s a n d w h e r e s t r e s s 
i s l - a i d on t r a d i t i o n a l s k i l l s . I n o n e s e n s e , d e v e l o p m e n t s i n m a r i n e 
t e c h n o l o g y (e.g.; v / e a t h e r r o u t e i n g ) h a v e l e d t o a n i n c r e a s e i n t h e 
d e g r e e o f u n i f o r m i t y a n d p r e d i c t a b i l i t y o f e v e n t s i n m o d e r n s h i p s 
c o m p a r e d w i t h t h e s a i l i n g s h i p s a n d t r a m p s h a l f a c e n t u r y a g o w h i l e , 
on t h e o t h e r h a n d , t h e e x p l o s i v e r a t e o f c h a n g e i n m a r i n e t e c h n o l o g y 
h a s r e s u l t e d i n e v e n t s b e i n g f a r l e s s u n i f o r m a n d s t a b l e t h a n t h e y 
w e r e i n s h i p s o f t l i e p a s t . I t i s v i t a l l y i m p o r t a n t f o r u s t o know 
v ; h e t h e r e v e n t s a t s e a a r e b e c o m i n g more o r l e s s u n i f o r m f o r P e l z (1 9 6 0 ) 
f o u n d t h a t , among w o r k e r s d e a l i n g w i t h n o n - u n i f o r m e v e n t s , t h e r e w a s 
s t r o n g e r m o t i v a t i o n and more e f f e c t i v e p e r f o r m a n c e w hen t h e y w e r e f r e e 
t o make t h e i r own d e c i s i o n s . T h i s r e s e a r c h t r i e d t o d e t e r m i n e 
wb.ethcr o r n o t c h a n g e s i n m a r i n e t e c h n o l o g y , c h a n g e s w i t h i n t h e s h i p -
b o a r d o r g a n i s a t i o n a n d c h a n g i n g v a l u e s i n s o c i e t y a r e i n h a r m o n y o r n o t 
One o f t h e b e s t d e s c r i p t i o n s o f t h e f a c t o r s a f f e c t i n g l i f e a b o a r d s h i p 
i s g i v e n by G o f f m a n ( l 9 5 7 ) who c l a s s e s a s h i p a s a " t o t a l i n s t i t u t i o n " 
o r "24 h o u r c o m m u n i t y " . R e f e r e n c e t o P o r r i t t ( l 9 7 i ) a n d ^^J^-^' /'( 1 973 ) 
s h o w s t h a t t h e r e i s some a r g u m e n t on w h e t h e r t h e s e f a c t o r s a r e 
a b s o l u t e s o r w h e t h e r t h e y a r e d i m e n s i o n s a l o n g w h i c h s h i p s , h o s p i t a l s , 
p r i s o n s , e t c c a n be m e a s u r e d / p l o t t e d . W h e t h e r t h e y a r e f e a t u r e s o r 
r e l a t i v e d i m e n s i o n s , G o f f m a n l i s t s t h e m a s : -
1 ) A i l a s p e c t s o f l i f e a r e c o n d u c t e d i n t h e same p l a c e a n d u n d e r t h e 
same s i n g l e a u t h o r i t y . 
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2 ) E a c h a c t i v i t y i s c a r r i e d o u t i n t h e i m i n e d i a t e c o m p a n y o f a l o r i ^ e 
g r o u p o f o t h e r i n c m b e r s , a l l o f whom a r e t r e a t e d a l i k e a n d \vho a r e 
e x p e c t e d t o do t h e same t h i n g t o g e t h e r . 
5 ) A i l p J t a s e s o f t t i e d a l l y r o u t i n e a r e t i g h t l y s c h e d u l e d w i t h e a c h 
a c t i v i t y l e a d i n g o n , a t a p r e a r r a n g e d t i m e , t o t h e n e x t ; t h e w h o l e 
s c h e d u l e b e i n g e n f o r c e d by a s e t o f r u l e s f r o m h i g h e r a u t h o r i t y , 
4 ) T h e c o n t e n t s o f a l l t h e a c t i v i t i e s a r e b r o u g h t t o g e t h e r a s p a r t s o f 
a s i n g l e o v e r a l l p l a n w h i c h i s s u p p o s e d t o f u l f i l l t h e g o a l s o f t h e 
i n s t.\ tv. M o n , 
5 ) A two c l a s s s t r u c t u r e e m e r g e s i n m o s t t o t a l i n s t i t u t i o n s , 
6 ) W h e r e a s u n d e r o r d i n a r y a r r a n g e m e n t s o f l i v i n g a n d w o r k i n g p e o p l e 
a r e f r e e t o s p e n d t h e i r e a r n i n g s how t h e y l i k e , i n a t o t a l i n s t i t -
u t i o n , t h e i n s t i t u t i o n l a y s on a l l _ i t f e e l s i s n e c e s s a r y f o r l e i s u r e 
t i m e . 
7 ) I n s t e a d o f w e e k l y o r m o n t h l y p a y m e n t s , p a y m e n t s a r e made when t h e 
mun l e a v e s t h e i n s t i t u t i o n , 'fhus money t a k e s on a d i f f e r e n t 
s i g n i f i c a n c e o w i n g t o t h e n a t u r e o f " f o r c e d " s a v i n g . 
B) On e n t e r i n g t h e i n s t i t u t i o n , a s t r i p p i n g p r o c e s s o c c u r s when a d e a l 
o f p e r s o n a l i d e n t i t y e q u i p m e n t i s r e m o v e d a n d t h e member b e c o m e s 
a l m o s t i n d i s t i n g u i s h a b l e f r o m a i l t h e o t h e r inemberSo 
8 ) I n some i n s t i t u t i o n s , e x p r e s s i v e s i g n s o f r e s p e c t f o r t h e s t a f f a r e 
c o e r c i v e l y a n d c o n t i n u o v . s l y d e m a n d e d . 
\0) A u t h o r i t y b e c o m e s o f t h e e c h e l o n k i n d v ; i t h a n y member o f o n e g r o u p 
ha v j . n g t h e i)Ower t o c l j s c i p i i n e any' member o f t h e " l o w e r g r o u p . 
1 1 ) S a n c t i o n s a r e d i r e c t e d t o v / a r d s a m u l t i t u d e o f i t e m s c o n c e r n i n g d r e s s 
d e p o r t m e n t , e t c . 
1 2 ) M i s b e h a v i p u r i n one s p h e r e o f l i f e i s h e l d a g a i n s t t h e member i n 
o t h e r s p h e r e s o f l i f e . 
1 5 ) I t i s d i f f i c u l t f o r a member t o e s c a p e t h e e n v e l o p i n g web o f 
c o n s t r a i n t . 
1 4 ) T h e r e i s u s u a l l y some f o r m o f i n i t i t a i o n t o e n s u r e t h a t t h e new 
e n t r a n t r e a l i s e s h e i s t h e l o w e s t ' o f t h e l o w . ( I n t h e c a s e o f c a d e t , 
d o e s t h i s i n i t i a t i o n c e r e m o n y go on f o r 3 y e a r s ? ) 
1 5 ) T l s c r e i s an i n s t i t u t i o n a l l i n g o o r a r g o t . 
I G ) T h e s t a f f d e v e l o p , a " t h e o r y o f hujnan n a t u r e " by w h i c h t h e y r a t i o n -
a l i s e t h e s c e n e a n d d e f e n d t h e i r m a i n t e n a n c e o f s o c i a l d i s t a n c e f r o m 
m embers o f t h e l o w e r e c h e l o n . 
1 7 ) One o f t h e r o l e s o f t h e s t a f f i s t o d e f e n d t h e i n s t i t u t i o n a n d i t s 
s t a n d a r d s i n t h e e y e s o f t h e l o w e r m e m b e r s a n d t h i s p u t s t h e m i n a 
c o n f l i c t i n g s i t u a t i o n . T a k e , f o r e x a m p l e s , t h e d e c k o f f i c e r s a b o a r d 
s r i i p , T h o y g e t t h e i r r a n k a n d p o s i t i o n f r o m t h e o r g a n i s a t i o n a n d , 
t h u s ^ t h e y do n o t w a n t t o h e a r g r i e v a i i c e s f r o m t h e r a t i n g s when t h o s ' 
g r i e v a n c e s a r e p e r c e i v e d a s an a t t a c k on t h e o r g a n i s a t i o n . 
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A t a c o n f e r e n c e o f s o c i a l s c i e n t i s t s h e l d a t P l y m o u t h d u r i n g ; A u g u s t 
1 9 7 0 , f u r t h e r J e n t u r e s o f t h e s h i p ( a s a t o t a l i n s t i t u t i o n ) w e r e 
i d e i \ t i f i e d : 
If e ) L u c k o f c h o i c e . 
1 9 ) T e r r i t o r i a l i t y . 
2 0 ) S u p e r r i c i a i i t y o f p e r n o n e l c o n t a c t s . 
2 1 ) A v o i d a n c e o f p e r s o n a l r e s p o n s i b i l i t y ; t h e i n s t i t u t i o n c a n be 
b l a m e d f o r s e t t i n g c e r t a i n s t a n d a r d s . 
2'J.) U n c e r t a i n t y w i t h o u t ( w h i l e t h e s h i p i s a t s e a ) c a l l s f o r c e r t a i n t y 
w i t h i n b u t a s s o o n a s t h e s h i p r e a c h e s p o r t a n t i t h e r e i s c e r t a i n t y 
w i t h o u t t h e r e may be an e x p l o s i v e d i s i n t e g r a t i o n o f d i s c i p l i n e 
w i t h i n . 
2 3 ) A l a c k o f p e r s o n a l U n i c k - i c n a c k s . 
2 4 ) T h e l o w e r members a r e p e r c e i v e d a s i r r e s p o n s i b l e a n d i n c o m p e t e n t 
a n U j i n some r e s p e c t S j may be a b u s e d , ' ^ e a r s a^:o, i n s a i l i n g s h i p s , 
t h e c r e w w e r e a b u s e d by " B u c k o " M a t e s . T h i s w a s s t o p p e d by u n i o n , 
p r e s s u r e a n d t h e a b u s e w a s t r a n s f e r r e d t o t h e a p p r e n t i c e s a n d c a d e t 
B u t a b u s e o f t h e c a d e t s i s b e i n g s t o p p e d by t r a i n i n g o f f i c e r s a n d 
ncv; t r a i n i n g s c h e m e s a n d i t may be f o u n d t h a t t h e a b u s e i s b e i n g 
t r a n s f e r r e d t o t h e j u n i o r d e c k o f f i c e r s . 
2 5 ) I d e n t i f i c a t i o n a n d l a b e l l i n g o f o t h e r s by t h e w o r k r o l e s t h e y f i l l . 
2 G) E m o t i o n a l u n d e r n o u r i s h m e n t on b o a r d . 
2 7 ) R e j e c t i o n o f t h e s i c k p e r s o n s e e n a s o n e c a u s i n g w o r k o v e r - l o a d on 
t h e r e m a i n d e r . 
2 8 ) I r r e v e r s i b l e n a t u r e o f d e c i s i o n s . O n c e t h e M a s t e r o r a s e n i o r 
o f f i c e r h a s made p u b l i c h i s d e c i s i o n , h e i s l o t h t o c h a n g e i t f o r 
f e a r o f " l o s i n g f a c e " . 
2 9 ) B e l i e v e d i n f a i l a b i l i t y o f d e c i s i o n s , p a r t i c u l a r l y f r o m t h e M a s t e r . 
3 0 ) G r e a t e r t o l e r a n c e o f r e l i g i o u s , p o l i t i c a l a n d s e n s i t i v e v i e w s t h a n 
among s h o r e p e o p l e . 
3 1 ) C o n f o r m i t y . 
3 2 ) T e n d e n c y f o r t h e i n s e c u r e p e r s o n i n a u t h o r i t y t o i n f a n t a l i s e h i s 
s u b o r d i n a t e s . 
3 3 ) T e m p o r a r y g a n g i n g up t o g e t h e r a g a i n s t o u t s i d e r s . 
3 4 ) P h a n t a s y a n d y a r n - t e l l i n g . 
A s w a s m e n t i o n e d e a r l i e r t h e s e f e a t u r e s a r e n o t a b s o l u t e s f o u n d on a l l 
s h i p s b u t many o f them w i l l be f o u n d , t o some d e g r e e , on many s h i p s ^ 
E t z i o n i ( 1 9 6 1 ) p o i n t s t o t h e r e l a t i o n s h i p b e t w e e n s c o p e , p e r v a s i v e n e s s 
a n d c o m p l i a n c e w h e r e o r g a n i s a t i o n s b r o a d i n s c o p e a r e t h o s e i n w h i c h 
members s h a r e many a c t i v i t i e s . T h e b r o a d e r t h e s c o p e , t h e g r e a t e r t h e 
e m o t i o n a l s i g n i f i c a n c e o f e a c h m e m b e r ' s " l o t " f o r t h e r e a r e f e w o r no 
a l t e r n a t i v e s f o r e m o t i o n a l i n v e s t m e n t a n d a c t i v i t i e s . T h i s l e a d s t o 
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h i g h e r l e v e l s o f t e n s i o n b e i n g a r o u s e d a n d t o t h e n e e d f o r s p e c i a l 
m e c h a n i s m s t o be d e v e l o p e d f o r t h e r e l e a s e o f t e n s i o n . On b o a r d s h i p 
a t s e a i t i s t a b o o t o r e l e a s e h a t e a n d c o n f l i c t o p e n l y w h i c h f o r c e s 
s e a f a r e r s t o r e l e a s e t e n s i o n i n p o r t . Y e a r s a g o t h i s w a s a c h i e v e d i n 
v a r i o u s w a y s ( r e l a t i v e l y s a f e l y t o t h e s h i p ) w h i l e t h e s h i p w a s i n 
p o r t f o r many d a y s o r w e e k s ; b u t i n m o d e r n s h i p s w i t h v e r y l i t t l e t i m e 
i n p o r t t h e r e i s l i t t l e o r no o p p o r t u n i t y f o r t h i s t e n s i o n r e l e a s e t o 
t a k e p l a c e . A nd i n s h i p s t r a d i n g t o i s o l a t e d b e r t h s w h e r e a c l u b h a s 
b e e n p r o v i d e d a t t h e e n d o f t h e j e t t y , no t e n s i o n r e l e a s e t a k e s p l a c e 
f o r r a n k s a n d t i t l e s a r e s i m p l y t r a n s f e r r e d f r o m t h e s h i p t o t h e c l u b . 
Somehow s a f e t e n s i o n r e l i e f m e c h a n i s m s h a v e t o be b u i l t i n t o t h e s h i p 
w l i i c h s p e n d s l i t t l e o r no t i m e i n p o r t . One way may be i n s p l i t t i n g 
t h e w o r k a n d l i f e a r e a s u n d e r s e p a r a t e l e a d e r s h i p ( P o r r i t t 1971 b a s e d 
on E t z i o n i 1 9 6 5 ) s o t h a t men may move away f r o m t h e w o r k a r e a d u r i n g 
t h e i r o f f - d u t y h o u r s . 
l i e r b s t ( 1 9 6 8 ) i s a n o t h e r r e s e a r c h e r who d r a w s a t t e n t i o n t o t h e c r u c i a l 
p r o b l e m o f t e n s i o n a b o a r d m o d e r n s h i p s a n d g o e s on t o p o i n t o u t t h a t 
i f t h e c o n v e n t i o n a l h i e r a r c h i c a l , d e p a r t m e n t a l a n d w a t c h k e e p i n g 
s t r u c t u r e s a r e g o i n g t o be r e t a i n e d w h i l e t h e s i z e o f t h e c r e w i s 
r e d u c e d e v e n f u r t h e r ^ t h e n t h e r e s u l t s w i l l b e : -
1) A l a r g e p r o p o r t i o n o f t h e c r e w w i l l become i s o l a t e d . 
2 ) T h e p o s s i b i l i t y o f c o l l e g i a l a c t i v i t i e s d u r i n g w o r k a n d l e i s u r e 
p e r i o d s b e c o m e s m i n i m i s e d . 
3 ) T h e s h i p w i l l become s p l i t i n t o p r i v a t e w o r k a n d l e i s u r e 
t e r r i t o r i e s t h u s l i m i t i n g t h e e f f e c t i v e l i v i n g s p a c e f o r a l l c r e w 
m e m b e r s . 
H e r b s t g o e s on t o p o i n t o u t t h a t s h i p s ' m a n n i n g i s b a s e d on a n 
e x c h a n g e a b l e c o m p o n e n t s t r u c t u r e w h i c h a l l o w s a n y man i n a n y p o s i t i o n 
t o be r e m o v e d a n d r e p l a c e d w i t h o u t a l t e r i n g t h e o r g a n i s a t i o n . . T h e b a s i c 
a s s u m p t i o n i s t h a t a l l w o r k a n d i n t e r p e r s o n a l r e q u i r e m e n t s c a n be b u i l t 
i n t o e a c h r o l e a n d , o v e r a n d a b o v e t h i s , i t i s a s s u m e d t h a t s p e c i f i c 
p s y c h o l o g i c a l a t t r i b u t e s c a n be b u i l t i n t o e a c h r o l e . T h u s t h e men a t 
t h e b o t t o m ( n o m a t t e r who t h e y may b e ) a r e p e r c e i v e d t o be i r r e s p o n s i b l ( | 
a n d i n c o m p e t e n t w h i l e t h e M a s t e r ( n o m a t t e r who h e may b e ) i s 
p e r c e i v e d t o h a v e a l m o s t s u p e r h u m a n a n d g o d l i k e a t t r i b u t e s . He s t a t e s 
t h a t u n l e s s t h e men a t t h e b o t t o m a r e . i n f a c t , i r r e s p o n s i b l e a n d 
i n c o m p e t e n t t h e r e i s no j u s t i f i c a t i o n l o r t h e p r e s e n t h i e r a r c h i c a l 
s t r u c t u r e a n d , u n d e r t i i e p r e s e n t s t r u c t u r e , e v e n i f t h e s h i p w e r e 
manned by a l l o f f i c e r s , t h e p e r c e p t i o n o f i r r e s p o n s i b i l i t y a n d 
i n c o m p e t e n c e w o u l d be s h i f t e d t o t h e l o v ; e s t o f f i c e r s . 
M c r b s t f o u n d t h a t t h e m o s t f r e q u e n t r e a s o n g i v e n f o r d i s t a n c e m a i n t e n -
a n c e b e t w e e n o f f i c e r s a n d r a t i n g s a n d , s o m e t i m e s , b e t w e e n M a s t e r a n d 
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j u n i o r o f f i c e r s w a s t h a t f a m i l i a r r e l a t i o n s l e a d t o l o s s o f r e s p e c t . 
I t i s a f e a t u r e o f a l l a u t h o r i t a r i a n s t r u c t u r e s t h a t r e s p e c t i s a n 
a t t r i b u t e o f t h e p e r s o n wlio h o l d s t h e r o l e a n d R a m s a y ( 1 9 6 6 ) , r e p o r t i n g 
on h i s p e r s o n a l e x p e r i e n c e s a r a t i n g on B r i t i s h s h i p s s a y s t h a t 
M a s t e r s a n d o f f i c e r s s e e m e d t o be m o r e c o n c e r n e d w i t h t h e r a t i n g s 
s h o w i n g p r o p e r r e s p e c t t h a n w i t h t h e r a t i n g s d o i n g t h e i r w o r k 
p r o p e r l y . To some e x t e n t , R a m s a y i s s u p p o r t e d by C l a r k ( l 9 6 8 ) . 
H e r b s t ( 1 9 6 8 & 1 9 6 9 ) f e e l s i t p o s s i b l e t h a t : -
1 ) The w o r k r o l e o f some o f f i c e r s d o e s n o t p r o v i d e t h e m v / i t h a f e e l i n g 
o f c o m p e t e n c e ; t h i s may be t h e c a s e f o r j u n i o r d e c k o f f i c e r s who a r e 
r a r e l y c a l l e d u p o n t o e x e r c i s e t h e i r p r o f e s s i o n a l s k i l l s . 
2 ) Some o f f i c e r s may be g i v e n r e s p o n s i b i l i t y f o r o p e r a t i o n s f o r w t \ i c h , 
o w i n g t o t e c h n o l o g i c a l a n d a d m i n i s t r a t i v e c l i a n g e s , t h e y h a v e n o t h a d 
t h e r e q u i s i t e t r a i n i n g . 
3 ) O f f i c e r s a r e n o t a b l e t o d e m o n s t r a t e t h e c o m p e t e n c e t h e y do h a v e . 
A t t h e same t i m e , H e r b s t g o e s o n : -
a ) I t i s p r e c i s e l y t h e d i s t a n c e m a i n t a i n i n g m e c h a n i s m w h i c h m a k e s i t 
d i f f i c u l t t o d e m o n s t r a t e c o m p e t e n c e a n d a l l o w s t h e s u p e r i o r t o 
p r o t e c t h i m s e l f f r o m t h e j u d g e m e n t s o f i n c o m p e t e n c e by h i s 
s u b o r d i n a t e s . 
b) T h e h i g h e r t h e s t a t u s p o s i t i o n , t h e more t h e r o l e c o n t e n t i s l o o k e d 
u p o n a s a k i n d o f m y s t i q u e by s u b o r d i n a t e s * 
c ) T h e t e n d e n c y o v e r t i m e t o t r a n s f e r h i g h l e v e l d e c i s i o n s t o h e a d 
o f f i c e a n d t o r e d u c e c r e w s i z e s h a s r e d u c e d t h e e f f e c t i v e 
a u t h o r i t y o f o f f i c e r s b o t h u p w a r d s a n a d o w n w a r d s . 
H e r b s t , r e v i e w i n g t h e i n t e r v i e w m a t e r i a l c o l l e c t e d on some s h i p s , 
s u g g e s t s t h a t o f f i c e r s s e e k t o d e f e n d t h e m s e l v e s a g a i n s t f e e l i n g s o f 
l o n e l i n e s s by k e e p i n g t h e m s e l v e s " b u s y " a l l d a y . C o n f i r m i n g e v i d e n c e 
o f t h i s c o m e s f r o m a B r i t i s h o i l c o m p a n y i n w h i c h i t w a s f o u n d t h a t 
some d e c k o f f i c e r s a n d s e n i o r e n g i n e e r s d i d , i n f a c t , t a k e p a p e r v;ork 
u n t o t h e m s e l v e s - a t r e n d n o t d i s c o u r a g e d by t h o s e s h o r e o f f i c i a l s 
w h o s e s t a t u s a n d a d v a n c e m e n t i n t h e c o m p a n y s e e m e d t o be b a s e d , i n 
p a r t , on t h e n u m b e r o f f o r m s a n d s t a t i s t i c s t h e y h a d t o " a n a l y s e " ; and 
s o a p t l y d e s c r i b e d by M a c C u r d y ( 1 9 4 3 ) . 
R i c h a r d s o n ( 1 9 5 6 ) p o i n t e d t o e a t i n g a r r a n g e m e n t s on b o a r d s h i p b e i n g 
u s e d a s a m e a s u r e o f s o c i a l s t r a t i f i c a t i o n . S e r v e d m e a l s i n t h e 
o f f i c e r s ' s a l o o n a r e a b a d g e o f r a n k a n d s u c h o f f i c e r s w o u l d n o t t a k e 
k i n d l y t o s e l f - s e r v i c e / c a f a t e r i a m e t h o d s p e r c e i v e d a s a d o w n g r a d i n g o f 
s t a t u s . T h u s , i f we p l a n t o u s e s e l f - s e r v i c e m e t h o d s f o r o f f i c e r s v/e 
may h a v e t o r e p l a c e t h i s l o s t " b a d g e o f r a n k " w i t h s o m e t h i n g e l s e - o r 
r e c r u i t p e o p l e who do n o t v a l u e t h i s p a r t i c u l a r b a d g e . 
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Not o n l y i s t h e s e r v e d m e a l a b a d g e o f r a n k b u t , i n B r i t i s h s h i p s , 
s o i s t h e s e a t i n g p o s i t i o n i n t h e s a l o o n * T h e r i g i d s e a t i n g a r r a n g e -
ment o f M a s t e r , h i a t e a n d C h i e f E n g i n e e r a t t h e h e a d o f one t a b l e i s 
d e f e n d e d on t h e g r o u n d s t h a t t h e s e s e n i o r men n e e d t o g e t t o g e t h e r 
t o d i s c u s s t h e w o r k o f t h e s h i p . U u t , w i t h t h e i n t r o d u c t i o n o f 
management c o m m i t t e e m e e t i n g s i n many s h i p s , r i g i d s e a t i n g c a n no 
l o n g e r be d e f e n d e d a n d f r e e s e a t i n g c o u l d be i n t r o d u c e d f o r t h e g o o d 
o f a l l a n d a s a f i r s t s t e p t o w a r d s c r e a t i n g a " l e a r n i n g c u l t u r e " on 
b o a r d s h i p . 
R o s e n b e r g ( l 9 ( j 8 ) p o i n t s t o t h e f a c t t h a t p e o p l e t e n d t o a s s o c i a t e w i t h 
t h o s e who t h i n k w e l l o f them a n d t o a v o i d t h o s e who d e s p i s e t h e m . T h i s 
i s t h e v e r y b a s i s o f f r i e n d s h i p p a t t e r n s a n d i s r e l a t e d t o t h e 
r e i n f o r c e m e n t o f s e l f - e s t e e m . One w o n d e r s w h a t h a p p e n s i n t h e m i n d o f 
a y o u n g d e c k c a d e t who may h a v e r e c e i v e d l o n g e r a n d m o r e u p - t o - d a t e 
t r a i n i n g t h a n h i s s e n i o r o f f i c e r s w h i c h o f f i c e r s may p e r c e i v e h i m a s 
a t h r e a t a n d d e s p i s e h i m ; he i s f o r b i d d e n t o a s s o c i a t e w i t h t h e y o u n g e r 
r a t i n g s a n d , i n some r a r e c a s e s , he may be d i s c o u r a g e d f r o m 
a s s o c i a t i n g w i t h t h e e n g i n e e r o f f i c e r s . I f e n g i n e e r c a d e t s a r e on b o a r d 
he may f i n d t h a t t i ^ e s e e n g i n e e r c a d e t s h a v e r e c e i v e d m o r e t r a i n i n g a n d 
may be a c a d e m i c a l l y b r i g h t e r t h a n h e i s . T h u s , on b o a r d , t h e r e may be 
n o - o n e w i t h whom he may a s s o c i a t e a n d who may r e i n f o r c e h i s s e l f - e s t e e m , 
'J'his may l i e a t t h e v e r y r o o t o f d i s c o n t e n t a n d w a s t a g e among c u r r e n t 
d e c k c a d e t s . 
B i a u ( 1 9 5 5 ) s t r e s s e s t h a t i f j u n i o r o f f i c i a l s i n a n y o r g a n i s a t i o n a r e 
t r e a t e d a s s u b o r d i n a t e s w h o s e s o l e d u t y i s t o c a r r - y o u t t h e d e t a i l e d 
o r d e r s o f t i i e i r s u p e r i o r , t h e y h a v e n e i t h e r t h e s e c u r i t y n o r t h e 
i n c e n t i v e t o c o p e w i t h p r o b l e m s e n c o u n t e r e d i n t h e i r own v;or k . I n o r d e r 
t o g a i n t h e c o n f i d e n c e a n d m o t i v a t i o n r e q u i r e d f o r e f f e c t i v e p e r f o r m a n c e 
t h e s e j u n i o r s s h o u l d be t r e a t e d a s c o l l a b o r a t o r s o f t h e i r s e n i o r s i n 
t h e p u r s u i t o f common p r o f e s s i o n a l o b j e c t i v e s . 
K t z i o n i ( 1 9 0 1 ) t a k e s c a r e t o d i s t i n g u i s h b e t w e e n c o e r c i v e , r e m u n e r a t i v e 
and n o r m . a t i v e p o w e r a n d s u g g e s t s t h a t p r o b l e m s a r e b o u n d t o a r i s e i f 
we t r y t o a d o p t a d u a l posver s t r u c t u r e . I f we h a v e t o a d o p t two m e a n s 
o f c o n t r o l , s a y n o r m a t i v e a n d c o e r c i v e , t h e y m u s t be s e g r e g a t e d i n 
t i m e s o a s t o a v o i d c o n f l i c t b e t w e e n t h e two s t y l e s . He p o i n t s o u t t h a t 
i n c o m b a t u n i t s , a n o f f i c e r i s c o n s i d e r e d a p o o r l e a d e r i f h e u s e s 
c o e r c i v e p o w e r t o o o f t e n a n d t o o s o o n ; on t h e o t h e r h a n d i f h e r e l i c s 
t o o much on n o r m a t i v e p o w e r h e g e t s t o o i n v o l v e d w i t h h i s men a n d t h i n g ; 
g e t o u t o f hand« 
On b o a r d s h i p , o f f i c e r s a r e c o n t r o l l e d by n o r m a t i v e a n d r e m u n e r a t i v e 
power w h i l e r a t i n g s a r e c o n t r o l l e d by r e m u n e r a t i v e a n d c o e r c i v e p o w e r . 
The o f f i c e r may be t o l d t o do s o m e t h i n g b e c a u s e " i t i s e x p e c t e d o f h i m 
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a s an o f f i c e r a n d a g e n t l e m a n " w h i l e t h e r a t i n g may be t o l d t o do 
s o m e t h i n g u n d e r t h r e a t o f b e i n g " l o g g e d " a n d f i n e d f o r d i s o b e d i e n c e . 
T h i s r a i s e s t h e i m p o r t a n t q u e s t i o n o f t o w h a t d e g r e e do o f f i c e r s f e e l 
m o r a l l y i n v o l v e d i n t h e i r s n i p s a n d c o m p a n i e s - f o r w i t h o u t m o r a l 
i n v o l v e m e n t t h e r e c a n be no n o r m a t i v e c o n t r o l . C e r t a i n g r a d e s o f 
j u n i o r e n g i n e e r o f f i c e r s r e j e c t a n y f o r m o f n o r m a t i v e c o n t r o l w h i l e 
many c o m p a n i e s r e l y h e a v i l y o n t h e n o r m a t i v e c o n t r o l ( a n d i m p l i e d m o r a l 
i n v o l v e m e n t ) o f t h e i r d e c k o f f i c e r s . I s t h e l e v e l o f m o r a l i n v o l v e m e n t 
i n c r e a s i n g o r d e c r e a s i n g among a l l o f f l e e r s ? F o r , i f we a r e t o move 
f r o m a m i l i t a r y t o an i n d u s t r i a l m o d e l o f m a n n i n g , " w e may n e e d t o be 
p r e p a r e d t o r e l y l e s s on t h e n o r m a t i v e c o n t r o l o f o f f i c e r s . 
K t z i o n i ( 1 9 6 5 ) s t a t e s t h a t g r o u p s t e n d t o d e v e l o p two k i n d s o f l e a d e r s -
one an e x p r e s s i v e ( s o c i o - e m o t i o n a 1 ) l e a d e r ; t h e o t h e r an i n s t r u m e n t a l 
( t a s k ) l e a d e r . T h e s e two f o r m s o f l e a d e r s h i p may be p r o v i d e d by o n e 
man - t h e " g r e a t man" - b u t more o f t e n by two s e p a r a t e l e a d e r s . 
We c o u l d d r a w an a n a l o g y b e t w e e n a s h i p a n d a r e m o t e v i l l a g e i n , w h - i c h 
a l l t h e p e o p l e a r e e m p l o y e d i n a s i n g l e n e i g h b o u r i n g f a c t o r y . T h e 
f a c t o r y w o u l d h a v e a f a c t o r y m a n a g e r ~ t h e t a s k l e a d e r : w h i l e t h e 
v i l l a g e w o u l d h a v e a m a y o r - t h e e x p r e s s i v e l e a d e r o f t h e c o m m u n i t y -
and a p o l i c e m a n t o k e e p o r d e r . A b o a r d s h i p , w h a t r o l e s do we e x p e c t 
t h e M a s t e r t o f i l l ? Do we e x p e c t h i m t o be t h e " f a c t o r y M a n a g e r " - t h e 
t a s k l e a d e r ? O r do we e x p e c t h i m t o be f a c t o r y m a n a g e r a n d ( e x p r e s s i v e ) 
m a y o r ? Or do we e x p e c t h i m t o be f a c t o r y m a n a g e r a n d p o l i c e m a n ? Or do 
we e x p e c t h i m t o be f a c t o r y m a n a g e r , m a y o r a n ^ p o l i c e m a n ? I n o t h e r 
w o r d s , i s t h e M a s t e r t h e d o w n w a r d - l o o k i n g r e p r e s e n t a t i v e o f t h e 
c o mpany ( k e e p i n g t h e men w o r k i n g a n d i n o r d e r ) o r i s h e t h e u p w a r d -
l o o k i n g r e p r e s e n t a t i v e o f t h e t o t a l c r e w ( e x p r e s s i n g t h e i r n e e d s t o 
s h o r e m a n a g e m e n t ) ? C o n f l i c t m u s t a r i s e i f h e i s e x p e c t e d t o f i l l b o t h 
r o l e s . S h o u l d we.- c a n we - i n t r o d u c e t w o s e p a r a t e l e a d e r s a b o a r d s h i p , 
one b e i n g t h e t a s k l e a d e r , t h e o t h e r t h e e x p r e s s i v e l e a d e r ? I f we d o , 
t h e w h o J e e f f i c i e n c y a n d l i a r m o n y o f t h e s h i p w i l l t u r n on t h e r e l a t i o n s 
b e t w e e n t h e s e two l e a d e r s b u t , i n t h i s a g e o f r a p i d c o m m u n i c a t i o n s , i t 
w o u l d n o t be i m p o s s i b l e t o b u i l d i n a n a p p e a l s p r o c e d u r e i n t h e s h o r e 
s e n i o r m a n a g e m e n t s h o u l d c o n f l i c t a r i s e b e t w e e n t h e tv^o l e a d e r s a b o a r d 
sh i p . 
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SEAFARERS 
T h e s u r v e y d a t a c o n t a i n e d i n BOT ( 1 9 7 0 ) I \ i g h l i g h t s two v e r y 
i m p o r t a n t f a c t s : -
1) So f a r a s s t a t e d n e e d s , p r i o r i t i e s a n d a t t i t u d e s a r e 
c o n c e r n e d , t h e r e a r e no s u c h p e r s o n s a s " s e a f a r e r s " . 
T i i e r e a r e d e c k o f f i c e r s , e n g i n e e r o f f i c e r s , deck*-, 
e n g i n e - , a n d c a t c r i n g - r a t j.ngs e a c h g r o u p o f w h i c l i 
d i f f e i - s m a r k e d l y f r o m t h e o t h e r s . 
2 ) I n t h e t l i r c e c l a s s e s o f s l i i p s c o v e r e d j.n t h e y \ s u r v e y -
c a r g o l i n e r s , t a n k e r s a n d t r a m p s / b u l k c a r r i e r s - t h e men 
h o l d w i d e l y d i f f e r i n g a t t i t u d e s t o w a r d s t h e i r l i v i n g a n d 
w o r k i n g c o n d i t i o n s , t o w a r d s j o b s a t i s f a c t i o n a n d t o w a r d s 
t h e f u t u r e . F u r t h e r r e s e a r c h w i l l be r e q u i r e d t o show 
w h e t h e r d i f f e r e n t p e r s o n a l i t i e s a r e a t t r a c t e d t o t h e 
s e p a r a t e t y p e s o f s h i p s . 
T h e one a n d o n l y f a c t o r common t o a l l s e a f a r e r s i s t h a t , a t 
o n e p o i n t o f t i m e , t h e y made t h e common d e c i s i o n t o l e a v e 
home f o r a d i f f e r e n t way o f l i f e . 
The p e r s o n a J . i t y , s t a t e d n e e d s anri p r i o r i t y d i f f e r e n c e s among 
t h e s e a f a r e r s i n d i f f e r e n t t y p e s o f s l i i p s - p l u s t h e i n c r e a s i n g 
s p e c i a l i z a t i o n o f s h i p s - m u s t a f f e c t t h e i n t e r - c o m p a n y 
m o b i l i t y r e c o m m e n d e d by R o c h d a l e ( l 9 7 0 ) . S u c h m o b i l i t y may be 
t o t h e a d v a n t a g e o f s h i p o w n e r s f o r t h e d a t a [ i n V o l I I T a b l e 
2 0 o f BOT ( 1 9 7 0 ) ] c l e a r l y s h o w s t h a t t h o s e o f f i c e r s who c h a n g e 
t h e i r c o m p a n i e s a r e more l i k e l y t o s t a y a t s e a l o n g e r t h a n 
t h o s e who r e m a i n w i t h i n o n e s h i p p i n g c o m p a n y . On t h e o t h e r 
h a n d , t h i s r e s e a r c h p r o g r a m m e h a s s h o w n t h a t o n e oJ* t h e 
c o n d i t i o n s f o r i n t r o d u c i n g c h a n g e i n s h i p b o a r d p r a c t i c e s i s 
l a b o u r s t a b i l i t y . To r e a p t h e b e n e f i t s o f b o t i i w o r l d s , a 
s h i i p p i n g c o m p a n y w o u l d n e e d t o be a b l e t o o f f e r some v a r i e t y 
o f s h i p - t y p e s and t r a d e s t o a s t a b l e l a b o u r f o r c e . 
B l a u n e r ( 1 9 6 0 ) , s h o w s t h a t p o s i t i v e a t t i t u d e s t o w a r d s w o r k 
a r e a s s o c i a t e d w i t h t h e p r e s t i g e o f t h a t o c c u p a t i o n i n t h e 
c o m m u n i t y f r o m w h e n c e t h e man c o m e s . T h i s s u g g e s t s t h a t we 
s h o u l d g e t g r e a t e r s a t i s f a c t i o n among s e a f a r e r s who come 
f r o m c o m m u n i t i e s i n w h i c h s e a f a r i n g i s r e s p e c t e d t h a n f r o m 
c o m m u n i t i e s w h e r e i t i s n o t . I f a i l e d t o f i n d a n y p u b l i s h e d 
r e p o r t s on t h i s a s p e c t o f s e a f a r i n g e x c e p t t h a t M i l l ( 1 9 7 2 ) 
s h o w s a g r e a t e r l i k e l i h o o d f o r s e a f a r e r ? t o be d r a w n f r o m 
t h o s e b o r n i n t r a d i t i o n a l s e a f a r i n g d i s t r i c t s , ^ 
IVe may n o t e w i t h c o n c e r n ( B o t 1 9 7 0 V o l I I T a b l e 8 0 ) t h a t 8 0 % 
o f s e a f a r e r s and 9 4 ^ o f a l l d e c k o f f i c e r s f e l t t h a t s h o r e p e o p l e 
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do n o t a p p r e c i a t e t h e v a l u e o f t h e w o r k done by t l i o h i e r c i u m t N a v y f o r 
B r i t a i n . One e x p l a n a t i o n f o r t h i s mc'.y l i e i n the c l o s e d d o c k s y s t e m i n 
t h i s c o u n t r y w h i c h m e a n s t h a t , on a r r i v a l i n a B r i t i s h p o r t , t h e o n l y 
p e o p l e s e e n by t h e s e a f a r e r a r e d o c k o f f i c i a l s e n c l o s e d w i t ) i i n a h i g h 
w a l l o r f e n c e w h i l e t h e o n l y t i m e t i i e g e n e r a l p u b l i c s e e s t h e s e a f a r e r 
i s when he i s a s h o r e a t p l a y . I t may be s i g n i f i c a n t t o n o t e t h a t , i n 
BOT ( 1 9 7 0 ) T a b l e 8 2 , V o l I I , QC^fo o f a l l s e a f a r e r s f e l t t h a t t h e d o c k s 
s h o u l d be o p e n e d t o t h e p u b l i c a n d , when a s l i e d w h a t a d v a n t a g e t l i i s 
w o u l d h a v e , Z0% s a i d i t w o u l d l e t p e o p l e s e e t h e i m p o r t a n c e o f s h i p p i n g 
f o r i m p o r t s a n d e x p o r t s w h i l e 46% s a i d i t w o u l d a l l o w p e o p l e t o s e e 
t h e i r way o f l i f e . O n l y \0% s a i d i t w o u l d a l l o w s l i o r e p e o p l e t o s e e t h e 
bad c o n d i t i o n s on b o a r d . '.Ve may n e e d t o pay some a t t e n t i o n t o t a k i n g 
p o s i t i v e s t e p s t o w a r d s u p g r a d i n g t h e p r e s t i g e o f s e a f a r i n g i n t h e 
c o u n t r y a t l a r g e . 
On w h a t a s p e c t s o f s e a f r i n g e m p l o y m e n t do p e r s o n n e l m a n a g e r s r e l y t o 
c o n t r o l t h e i r m a r i t i m e l a b o u r f o r c e ? Do t h e y r e l y on u n e m p l o y m e n t 
a s h o r e ; o r on h i g l i w a g e s ; o r on the c h a n c e s o f p r o m o t i o n ; o r on 
s u p p l y i n g a home a n d c a r e f o r s e a f a i ^ e r s ? T h e g r e a t e s t h a r m c a n come 
f r o m r e l y i n g on money r e l a t e d t o p r o m o t i o n w h e r e p r o m o t i o n i s 
d e p e n d e n t upon t h e n u m b e r o f s h i p s i n one c o m p a n y f o r , t I i e n , s e a f a r e r s 
become d e p e n d e n t ( f o r i n c r e a s e d r e w a r d s ) on t h e v a g a r i e s o f t h e f r e i g h t 
m a r k e t o v e r w h i c h t h e y h a v e a b s o l u t e l y no c o n t r o l . So f a r a s p o s s i b l e 
r e w a r d s s h o u l d be b a s e d on t h o s e f a c t o r s / v a r i a b l e s o v e r w h i c h w o r k e r s 
c a n e x e r c i s e some d e g r e e o f c o n t r o l . And^ so f a r a s tl»ere i s l i t t l e 
o r no c o n n e c t i o n b e t w e e n p e r f o r m a n c e a n d r e w a r d s ^ t h e r e c a n be l i t t l e 
o r no r e l a t i o n s h i p b e t w e e n p e r f o r m a n c e a n d s a t i s f a c t i o n . 
I t w o u l d be i n t e r e s t i n g t o e v a l u a t e t h e e f f e c t s on s e a f a r e r s o f t h e v e r y 
h i g ! i p r o f i t s made by some i n d e p e n d e n t t a n k e r o w n e r s d u r i n g 1 9 7 0 / 7 1 w h e n 
t h e t a n k e r f r e i g h t m a r k e t s o a r e d t o u n p r e c e d e n t e d l e v e l s . T h e p r o f i t s 
made h a d n o t h i n g t o do w i t h t h e p e r f o r m a n c e o f t h e c r e w s on t h o s e 
t a n k e r s . D u r i n g t h i s p e r i o d , d i d e m p l o y e r s e x p e r i e n c e i n c r e a s e d 
p r e s s u r e f o r i n c r e a s e d " h y g i e n e " f a c t o r s / r e w a r d s on t h e g r o u n d s t h a t 
s u c h i m p r o v e m e n t s c o u l d be a f f o r d e d ? 
So l o n g a s t h e p e r f o r m a n c e o f a s h i p i s m e a s u r e d i n t e r m s o f n u m b e r o f 
v o y a g e s p e r y e a r ; o r i n t e r m s o f l e n g t h o f s t a y i n p o r t ; o r i n t e r m s 
o f c a r g o c a r r i e d , s e a f a r e r s w i l l w o n d e r i f e x t r a e f f o r t on t h e i r p a r t 
i s w o r t h w h i l e * f o r t h e n u m b e r o f v o y a g e s i s c o n t r o l l e d by t h e w e a t h e r 
and p l a n n e d s c h e d u l e s ; t h e p o r t t i m e i s , i n many c l a s s e s o f s h i p s , 
w h o l l y d e p e n d e n t u pon d o c k l a b o u r ; a n d t h e a m o u n t o f c a r g o c a r r i e d i s 
a f u n c t i o n o f t h e f r e i g h t c a n v a s s e r s * e x p e r t e s e . S e a f a r e r s s e e t h e i r 
p e r f o r m a n c e w o r l d i n v a d e d by o u t s i d e r s a n d o u t s i d e i n f l u e n c e s a n d we 
may n e e d t o t a c k l e t h e v e r y d i f f i c u l t p r o b l e m o f d e v i s i n g p e r f o r m a n c e 
m e a s u r e m e n t s o f t h o s e p a r t s o f t h e t o t a l o p e r a t i o n w h o l l v c o n t r o l l e d 
by t h e crew„ 
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T!^e d e g r e e t o w h i c h d e c i s i o n m a k i n g s h o u l d be d e c e n t r a l i s e d i n a 
s h i p p i n g c o m p a n y , a n d t h e d e g r e e o f a u t o n o m y w h i c h s h o u l d be c r e a t e d 
i n t h e s h i p ^ a r e p r o b l e m s w h i c h c a n be s o l v e d a f t e r c a r e f u l e x a m i n a t i o n . 
T h e d e c e n t r a l i s e d s y s t e m m u s t be c o m p a t i b l e w i t h e n v i r o n m e n t a l 
r e q u i r e m e n t s a n d w i t h t h e f a c t o r s d e s c r i b e d by L a w r e n c e Si L o r s c h ( 1 9 6 7 ) . 
T h e s e two w r i t e r s h a v e shov/n t h e b a d e f f e c t s o f c o m p a n i e s w h i c h r e c r u i t 
m a n a g e r s o f t o o h i g h s t a n d a r d a n d wlio t h e n t r y t o d e v e l o p t h e i r 
m a n a g e r i a l c a p a b i l i t i e s a n d i n t e r e s t s by d e c e n t r a l i s i n g d e c i s i o n m a k i n g 
w h e n , i n f a c t , t h e e n v i r o n m e n t a l f a c t o r s do n o t n e e d t h i s d e c e n t r a l i s e d 
f o r m o f d e c i s i o n making. T h e k e y t o r e d u c i n g l a b o u r ' w a s t a g e a n d t r a i n i n g 
c o s t s a n d t o i m p r o v i n g j o b s a t i s f a c t i o n may l i e i n o u r f i r s t l y 
d e t e r m i n i n g t h e d e c i s i o n m a k i n g p r o c e s s e s r e q u i r e d by t h e n a t u r e o f 
t h e s h i p p i n g i n d u s t r y a n d e n v i r o n m e n t a n d t h e n r e c r u i t i n g a c c o r d i n g l y . 
A d o m i n a n t c o n s t r a i n t i n t h i s a r e a may l i e i n t h e " r e p l a c e a b l e 
c o m p o n e n t " n a t u r e o f o u r c u r r e n t m a n n i n g s y s t e m s . 
The w o r k o f A d a m s ( l 9 6 5 ) , m e n t i o n e d e l s e w h e r e i n t h i s P a r t , s h o w s t h a t 
j o b s a t i s f a c t i o n a n d ( a c c e p t e d ) e q u i t a b l e r a t e s o f p a y a r e r e l a t e d t o 
t h e b e l i e v e d p o s s e s s i o n o f c e r t a i n s k i l l s d e m a n d e d by t h e j o b a n d t o 
c o m p a r i s o n w i t h o t h e r s a l s o b e l i e v e d t o p o s s e s s t h e s e same s k i l l S o 
G e l i e r m a n ( l U G i J ) e m p h a s i s e s t h a t e q u i t a b l e w a g e s a r e b a s e d on c o m p a r i s o n 
w i t h o t h e r s . Wc s i m p l y do n o t know who s e a f a r e r s u s e a s t h e i r r e f e r e n c e 
g r o u p s . A s s h i p p i n g i s i n t e r n a t i o n a l , do t h e y u s e t h e s e a f a r e r s o f 
o t h e r c o u n t r i e s ? A t t e n t i o n may n e e d t o be g i v e n t o t h i s q u e s t i o n ^ 
e s p e c i a l l y i n t h e p r e s e n t t i m e when more and m ore s h i p p i n g c o m p a n i e s 
a r e j o i n i n g i n t e r n a t i o n a l c o n s o r t i a . We may n e e d t o a c k n o w l e d g e t h e 
s t a n d t a k e n by l i r i t i s h a i r l i n e p i l o t s on t h e n e e d f o r i n t e r n a t i o n a l 
s t a n d a r d s o f w a g e s p a i d f o r f l y i n g t h e same t y p e s o f a i r c r a f t . 
Ivlaslow ( 1 9 5 4 ) poi^xs o u t t i i a t d e s t r u c t i v e n e s s i s a symptom, a n d n o t a 
m o t i v a t i o n . Any t h r e a t t o t h e d e J e n s i v e a n d c o p i g s y s t e m ; a n y t h r e a t o f 
t h w a r t i n g t h e b a s i c n e e d s a n d a n y t h r e a t t o t h e g e n e r a l way o f l i f e i s 
l i k e l y t o be r e a c t e d t o w i t h a n x i e t y a n d h o s t i l i t y , a n d h o s t i l e , 
a g g r e s s i v e o r d e s t r u c t i v e b e h a v i o u r may r e s u l t . T h i s i s r e i n f o r c e d by 
C l a r k ( 1 9 G 0 ) v.'ho s t a t e s t h a t t h e p o w e r s t r u c t u r e a b o a r d s h i p l e a v e s 
t h e s e a m e n w i t h no m e ans o f v e n t i l a t i n g t h e i r f e e l i n g s a n d w i t h l i t t l e 
s e n s e o f s e l f - r e s p e c t o r s t a n d i n g i n t h e h i e r a r c h y o f t h e s h i p . 
A p p a r e n t l y s e n s e l e s s a c t s o f d e s t r u c t i o n on b o a r d s h i p a r e s i m p l y t h e 
r e s u l t s , h e s t t y s , o f t h e a n u n f a i r , a r b i t r a r y u s e o f p o w e r o v e r t h e 
r a t i n g s . 
H i i l fit T r i s t ( 1 9 5 3 ) s u g g e s t t h a t a c c i d e n t s , l i k e t u r n o v e r a n d a b s e n c e s ^ 
a r c r e l a t e d t o t h e s t r e n g t h o f d e s i r e on t h e p a r t o f t h e i n d i v i d u a l t o 
w i t h d r a w f r o m h i s w o r k s i t u a t i o n ^ a n d t h e y a r e l e d t o t h e c o n c l u s i o n 
t h ; i t d i s s a t i s f i e d w o r k e r s a r c more l i k e l y t o h a v e a c c i d e n t s t h a n a r e 
s a t i s f i e d w o r k e r s . 
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0 f f i c e r - R a t i n g d i f f e r c n c e s 
Q u i t e a p a r t f r o m t h e d i s t i n c t i o n s made b e t w e e r i o f f i c e r s a n d r a t i n g s 
i n c a b i n s i z e , a v a i l a b i l i t y o f s p i r i t s , s t e w a r d s e r v i c e , e t c a s o u t -
l i n e d by C l a r k ( 1 9 6 B ) , t h e m o s t i m p o r t a n t d i f f e r e n c e b e t w e e n t h e s e two 
g r a d e s o f s e a f a r e r s i s t h e m a n n e r i n w h i c h t h e y a r e c o n t r o l l e d . 
jJoth o f f i c e r s a n d r a t i n g s c a n , o f c o u r s e , be s a c k e d ( a f o r i n o f 
r e m u n e r a t i v e c o n t r o l ) b u t a r a t i n g who m i f i b e h a v e s c a n be " l o g g e d " a n d 
f i n e d ( a f o r m o f c o e i ' C i v e c o n t r o l ) w h i l e t h e m i s b e h a v i n g o f f i c e r i s 
e i t h e r t o l u t o b e h a v e " a s a g e n t l e m a n " o r i s r e p o r t e d t o th.e compjiny 
( f o r m s o f n o r m a t i v e c o n t r o l ) , E t z i o n i ( l 9 6 i ) b e l i e v e s t h a t t h e r e m u s t 
be c o n g r u e n c y b e t w e e n t h e g o a l s of t h e o r g a n i s a t i o n , i t s f o r m o f 
o r g a n i s a t i o n a l s t r u c t u r e , t l t e c o n t r o l e x e r c i s e d o v e r t l i e m e m b e r s , t h e 
t y p e o f i n v o l v e m e n t by t h e m e m b e r s , a n d t h e m e t h o d s o f r e c r u i t m e n t . 
Now i f l l t z i o n i i s c o r r e c t t h e n t h e d i f f e r e n c e s i n c o n t r o l l i n g o f f i c e r s 
and r a t i n g s s h o w s an i m p l i e d a s s u m p t i o n t l i a t t h e s e men a r e i n v o l v e d i n 
d i f f e r e n t w a y s . B o t h , o f c o u r s e , a r e c a l e u l a t i v e i y i n v o l v e d ( i . e ^ t h e y 
w o r k f o r i r n j n e t a r y r e w a r d s ) b u t , i n a d d i t i o n , t h e m e t h o d s o f c o n t r o l 
i m p l y t h a t t h e r e i s sonie d e g r e e o f m o r a l i n v o l v e m e n t on thv-i p a r t of 
t h e o f f i c e r s a n d some d e g r e e of a l i e n a t i v e i n v o l v e m e n t on t h e p a r t o f 
t h e r a t i n g s . A l i e n a t e d w o r k e r s hav^e t o be c o e r c e d t o do w h a t i s 
r e q u i r e d of t h e m . 
Some o f f i c e r s may be m o r a l l y i n v o l v e d j u s t a s some r a t i n g s may be 
a J i e n a t e d b u t i t i s d a n g e r o u s to a s s u m e t h a t a l l o f f i c e r s a n d r a t i n g s 
c a n be c l a s s i f i e d i n t h i s w a y . I n f a c t , we a r e w i t n e s s : i i ; g a c h a n g e i n 
t h e t y p e of c o n t r o l a n d i n v o l v e m e n t w i t h t h e o f f e r i n g o f l o n g - t e r m 
c o n t r a c t s t o p e t t y o f f i c e r s a n d r a t i n g s . T h e s p e c i a l i s m o f s h i p 
t e c h n o l o g y i s f o r c i n g c o m p a n i e s t o t r y t o r e t a i n t h e i r t r a i n e d r a t i n g s 
y e t , o n c e a p e t t y o f f i c e r or r a t i n g i s "on c o n t r a c t " h e e x p e r i e n c e s 
a c h a n g e i n t h e c o n t r o l o v e r h i m - i t s l i i f t s f r o m c o e r c i v e t o n o r m a t i v e 
f o r h e i s now a s s u m e d t o be m o r a l l y i n v o l v e d i n t h e c o m p a n y . I n t u r n , 
t h i s i s ) ' ' c o n f l i c t v;ii.h i i ^ t z i o n i who p r e d i c t s t h a t o r g a n i s a t i o n s w i l l 
move tov.'ards c o n g r u e n c y betv.'een g o a l s , i i i v o l v e m e n t a n d c o n t r o l . 
A c c o r d i n g t o £ t x i o n i * s t h e o r y , t h e s h i p p i n g c o m p a n y h a s e c o n o m i c 
g o a l s a n d J t h e r e f o r e , we s h o u l d e x p e c t i t t o move t o w a r d s a 
u t i l i t a r i a n t y p e o f o r g a n i s a t i o n w i t h m o s t mem.bers i n v o l v e d f o r 
c a l c u l a t i v e r e a s o n s a n d c o n t r o l l e d by r e m u n e r a t i v e m e t l i o d s . To some 
d e g r e e we s e e s u p p o r t f o r H t z i o n i i n r e c e n t c h a n g e s i n t h e M e r c h a n t 
S t r i p p i n g A c t s w h i c t i h a v e r e d u c e d t h e r . t a s t e r ^ s p o w e r s t o p u n i s h ( c o e r c e ) 
t h e r a t i n g s b u t , i f E t z i o n i i s g e n e r a l l y c o r r e c t , we may h a v e t o p l a n 
nov/ f o r t h e t i m e , n o t t o o f a r d i s t a n t , when t h e o f f i c e r s w i l l n e t be 
m o r a l l y i n v o l v e d a n d w i l l n o t be c o n t r o l l e d by n o r m a t i v e m e a n s . 
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F o l l o w i n g E t z i o n i on t h e n e c e s s a r y c o n g r u e n c e b e t w e e n f o r m o f c o n t r o l / 
i n v o l v e m e n t a n d m e t h o d s o f r e c r u i t m e n t we n o t e t h a t t h e d i f f e r e n t 
t y p e s o f c o n t r o l u s e d i j n p l y t h a t t h e r e c r u i t e r s a s s u m e o f f i c e r s a p p l y 
t o go t o s e a b e c a u s e o f some m o r a l i n v o l v e m e n t i n s h i p s o r i n t h e 
o f f i c e r ' s j o b w l i i l e r a t i n g s a r e a s s u m e d t o go t o s e a f o r c a l c u i a t i v e 
r e a s o n s . T h e c o e r c i v e a s p e c t s o f c o n t r o l o v e r t h e s e r a t i n g s may be 
t h e r e m n a n t s o f t h e d a y s o f " p r e s s g a n g s " when some s e a f a r e r s h a d t o 
be f o r c e d t o go t o s e a a n d d i d n o t w a n t t o s t a y t h e r e o n c e s i g n e d on. 
T h e r e a r e , p r o b a b l y , many more f a c t o r s t h a n E t z i o n i t a k e s i n t o a c c o u n t 
i n h i s t h e o r i e s o f c o n g r u e n c e a n d c h a n g e * 
M y e r s ( 1 9 4 8 ) f o u n d t h a t n o r m a t i v e c o n t r o l s s e e m t o p l a y a more i m p o r t a n t 
r o l e i n - t h e c o n t r o l o f w h i t e c o l l a r w o r k e r s t h a n i n t h e c o n t r o l o f o t h e r 
g r a d e s o f w o r k e r s . Men c o n t r o l l e d by n o r m a t i v e m e a n s t e n d t o a t t a c h 
some w e i g h t t o p r e s t i g e s y m b o l s f o r t h e y a r e e x p e c t e d t o s h a r e some i f 
n o t a l l o f t h e v a l u e s o f m a n a g e m e n t . B u t t h e s e m a n a g e r i a l a t t i t u d e s 
a r e n o t s h a r e d by t h e l o w e r g r a d e s o f w o r k e r s a n d , h e n c e , p r e s t i g e 
s y m b o l s a r e u n l i k e l y t o be an e f f e c t i v e m e a n s o f c o n t r o l l i n g t h e s e 
l o w e r g r a d e s . 
We h a v e a l r e a d y n o t e d t h e d i f f e r e n c e s i n t h e r e w a r d s a n d p r e s t i g e 
s y m b o l s among o f f i c e r s a n d r a t i n g s . B u t t h e v a l u e o f t h e s e s y m b o l s may 
d e c l i n e among f u t u r e o f f i c e r s a n d may become m e a n i n g l e s s a s m e t h o d s o f 
re v . ' a r d i n g s u p e r i o r p e r f o r m a n c e ^ 
Y e a r s a g o , when t h e r e w e r e f r e q u e n t c r i s e s a t s e a a n d w h e n t h e M a s t e r 
a n d o f f i c e r s i n d i v i d u a l l y c o n t r o l l e d t h e p e r f o r m a n c e a n d c a r g o ( a n d , 
t h u s , t h e p r o f i t a b i l i t y o f t h e s h i p ) t h e r e w a s a r e a l n e e d f o r m o r a l 
i n v o l v e m e n t on t h e p a r t o f t h e o f f i c e r s . I n f a c t , i n d i v i d u a l s h i p -
o w n e r s w i t l i l a r g e p e r s o n a l f o r t u n e s a t s t a k e n e e d e d t o b e l i e v e t h a t 
t l i e i r M a s t e r s a n d o f f i c e r s w e r e m o r a l l y i n v o l v e d . B u t i n t h e s e m o d e r n 
d a y s o f c o n t r o l f r o m t h e s h o r e a n d s h i p s owned by c o m p a n i e s s t a f f e d 
by s a l a r i e d m a n a g e r s , one w o n d e r s a b o u t t h e e x t e n t o f m o r a l i n v o l v e -
m ent r e q u i r e d on t h e p a r t o f t h e o f f i c e r s . W o u l d t h e s e s a l a r i e d , 
m a n a g e r s s l e e p l e s s e a s i l y i n t h e i r b e d s a t n i g h t i f t h e y t h o u g h t t h e i r 
o f f i c e r s w e r e c a l e u l a t i v c l y r a t h e r t h a n m o r a l l y i n v o l v e d i n t h e i r j o b s ? 
A g a i n , t h e r e may be s p e c i a l f e a t u r e s o f t h e s h i p a n d , p a r t i c u l a r l y , o f 
t h e " l i f e " a r e a on b o a r d w h i c h make i t e s s e n t i a l f o r t h e o f f i c e r s t o be 
m o r a l l y i n v o l v e d . 
I f m o r a l i n v o l v e m e n t i s e s s e n t i a l on t h e p a r t o f t h e o f f i c e r s , t h e n we 
m u s t r e t u r n t o K t z i o n i ( 1 9 6 1 ) f o r h e p o i n t s o u t t h a t t h e h i g h e r t h e 
r a n k o f a p e r s o n t h e m.ore m o r a l l y i n v o l v e d he b e c o m e s a n d t h e more 
n o r m a t i v e c o n t r o l i s e x e r c i s e d o v e r h i m . T h u s , i f we a r e t o e n c o u r a g e 
m o r a l i n v o i v c i n e n t i n t h e o f f i c e r s , we m u s t e n s u r e h i g h r a n k i n t h e 
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c o m p a n y . I t j.s r i d i c u l o u s t o l o w e r t h e p e r c e i v e d r a n k o f M a s t e r s a n d 
o f f i c e r s w i t h i n t h e c ompany by r e q u i r i n g t h e s e o f f i c e r s t o d e f e r t o 
r e l a t i v e l y j u n i o r c ompany ( s h o r e ) o f f i c i a l s a n d t h e n t o e x p e c t t h a t 
t h e y w i l l be m o r a l l y i n v o l v e d i n t h e c o m p a n y a n d t h a t 
n o r m a t i v e m e a n s o f c o n t r o l may be e x e r c i s e d o v e r t h e m . T h e l o w e r t h e 
o f f i c e r ' s p e r c e i v e d p o s i t i o n i n t h e c o m p a n y t h e l e s s m o r a l l y a n d t h e 
more c a l c u l a t i v e l y w i l l he be i n v o l v e d An t h e s h i p , a n d c o m p a n y ^ 
C o u i d n e r ( 1 9 5 5 ) f o u n d t h a t , i n t h e m i n e t h e s u p e r v i s o r - m i n e r g a p s , a n d 
a t t h e f r o n t t h e o f f i c e r - s o l d i e r g a p s , b r o k e dov;n when d a n g e r 
t h r e a t e n e d t h e m . D o e s t h i s mean t h a t , i n d a y s g o n e by w h e n d a n g e r o u s 
c r i s e s w e r e more f r e q u e n t a t s e a , o f f i c e r s a n d r a t i n g s w e r e c l o s e r 
t o g e t h e r t h a n i n m o d e r n , s a f e s h i p s ? And d o e s i t mean t h a t o f f i c e r s 
a n d r a t i n g s w i l l g r o w f u r t h e r a p a r t a s s h i p s b e c o m e s t i l l s a f e r ? T h e 
o p p o s i t e s e e m s t o be h a p p e n i n g f o r t h e m o s t d o m i n a n t f o r c e may be t h e 
n e e d s o f m o d e r n m a r i n e t e c h n o l o g y . 
Roggema ( l 9 6 G ) , r e p o r t i n g o b s e r v a t i o n s made on b o a r d s h i p , f o u n d t h a t 
b o t h o f f i c e r s a n d r a t i n g s e x p r e s s e d t h e o p i n i o n t h a t t h e r e n e e d s t o be 
some s o c i a l d i s t a n c e b e t w e e n o f f i c e r s a n d r a t i n g s . D e c k o f f i c e r s w e r e 
s o m e w h a t h i g h e r t h a n e n g i n e e r o f f i c e r s i n s t r e s s i n g t h e n e e d f o r t h i s 
s o c i a l d i s t a n c e a n d Roggema f o u n d t h i s a p p a r e n t l y c o n t r a d i c t o r y f o r 
t h e e n g i n e e r o f f i c e r s w o r k f a r m ore c l o s e l y w i t h t h e i r r a t i n g s t h a n 
do t h e d e c k o f f i c e r s w i t h t h e i r s . H e r b s t ( 1 9 6 8 ) i n r e i n t e r p r e t i n g t h i s 
d a t a s u g g e s t s t h a t t h i s d i f f e r e n c e i n v i e w s b e t w e e n d e c k a n d e n g i n e e r 
o f f i c e r s i s b e c a u s e t h e d e c k o f f i c e r s g e t t h e i r pov;er by d e l e g a t i o n 
f r o m t i i e M a s t e r a n d , a s t h e M a s t e r i s s o c i a l l y d i s t a n t f r o m t h e r e s t 
o f t h e c r e w , t h e d e c k o f f i c e r s r e m o v e t h e m s e l v e s a w ay f r o m t h e o t h e r s 
a l o n g w i t h t h e M a s t e r . F u r t h e r r e s e a r c l i n e e d s t o be d o n e i n t h i s a r e a 
f o r i t laay be f o u n d t h a t t h e r o o t c a u s e i n s o c i a l d i s t a n c e l i e s i n 
t h e d e m o n s t r a t i o n o f p e r s o n a l c o m p e t e n c c c 
The d i f f e r e n t o p i n i o n s on s t a t e m e n t s a b o u t l i f e a t s e a h e l d by t h e 
V o l I I T a b l e 3 2 A : - 0 ^ F X C \i R S R i \ r 1 N G S C e r t . 11 n c e r t . 
Xn AGREEMIiNT w i t h : - D e c k 3ing. K n g . D e c k E n g i n e Ca t E r i n g 
Too mviwy t r i f l i n g r e s t r i c t i o n s 3 5?^ 5 5 % 6 0 ^ 
D i s c i p l i n e t o o r i g i d 1 6 15 12 50 58 26 
Too much d i v i s i o n betv;een 
o f l i c e r s a n d r a t i n g s 16 T5 25 69 61 68 
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P e c k " E n g i n e d i f f e r e n c e s 
I l o e l ( 1 9 7 1 ) s u g g e s t s t h a t t h e d i f f e r e n c e s betv/een t h e t w o d e p a r t m e n t s 
i n c o n v e n t i o n a l l y manned s h i p s a r e s o g r e a t t h a t s u c h s h i p s a r e m anned 
n o t by one c r e w b u t by two. I n s u c h s h i p s t l t e r e i s v e r y l i t t l e j o b 
o v e r l a p a n d c e r t a i n l y no o c c u p a t i o n a l c a r e e r o v e r l a p o r t r a n s f e r , S u t 
m a n n i n g s y s t e m s a r e c h a n g i n g a n d we a r e w i t n e s s i n g t h e e m e r g e n c e o f 
" o n e " crev.' f o r m e d o f men t r a i n e d t o w o r k a l m o s t a n y w h e r e i n t h e s h i p . 
Some p e o p l e a r g u e t h a t t r a d i t i o n a l d e c k - e n g i n e d i v i s i o n s m u s t g i v e way 
t o o p e r a t i o n s - m a i n t e n a n c e d i v i s i o n s w h i l e i i e r b s t ( l 9 6 8 ik 1 9 6 9 ) a n d 
H o e l ( 1 9 7 1 ) p u t f o r w a r d s t r o n g c a s e s f o r h a v i n g no s u c h d i v i s i o n s 
b u t h a v i n g a l l c r e w members i n v o l v e d i n b o t h t h e m a i n t e n a n c e a n d 
o p e r a t i o n a l a s p e c t s o f t h e s h i p . T h e y p u t f o r w a r d t h e i d e a o f " m a t r i x 
m a n n i n g " ( a l s o s e e M o r e b y 1 9 7 1 b ) u n d e r w h i c h s c h e m e e a c h man i s an 
e x p e r t i n one f i e l d a n d a n a s s i s t a n t i n many o t h e r s . 
H o w e v e r , i n t h i s s e c t i o n ^ d e c k - e n g i n e d i f f e r e n c e s v . - i i l be 
v i e w e d a g a i n s t c o n v e n t i o n a l m a n n i n g s y s t e m s . 
G r o u p d i s c u s s i o n s w i t h a n u m b e r o f y o u n g c a d e t s h e l d d u r i n g by "le 
d u r i n g 1 9 7 0 a n d 197 1 s e e m e d t o show t h a t tlie d i f f e r e n c e s b e t w e e n d e c k 
a n d e n g i n e e r o f f i c e r s a s p e r c e i v e d by t t i e s e y o u n g men a r e : -
D e c k O f f i c e r s 
A p p a r e n t l y d e p l o r e t h e h i g h e r 
q u a l i f i c a t i o n s c u r r e n t l y b e i n g 
i n t r o d u c e d . 
e n g i n e e r o f f i c e r s 
A p p a r e n t l y w e l c o m e t h e h i g h e r 
q u a l i f i c a t i o n s f o r e n g i n e e r c a d e t 
a n d c a l l f o r s t a n d a r d s t o be 
i r a i s e d s t i l l f u r t h e r . 
O f f i c e r s a p p e a r t o r e j e c t t h e i r j O f f i c e r s a p p e a r t o a c c e p t t h e i r 
c a d e t s , I c a d e t s . 
O f f i c e r s a n d c a d e t s r a r e l y w o r k 
p h y s i c a 1 l y t o g e t l i e r , 
i\'ever o r r a r e l y do o f f i c e r s a n d 
c a d e t s s p e n d t h e i r l e i s u r e t i m e 
a n d c o f f e e b r e a k s t o g e t h e r . 
D e c r e a s i n g n u m b e r o f j o b s i n w h i c h 
i n j . t i a t i V e ci\n be d i s p l a y e d , t h e r e -
f o r e a s t r u g g l e b e t w e e n t h e o l d e r 
a n d y o u n g e r men f o r a s h a r e o f t i t i s 
" i n i t i a t i v e a n d r e s p o n s i b i l i t y " c a k e . 
O f f i c e r s a n d c a d e t s f r e q u e n t l y 
w o r k p h y s i c a l l y c l o s e t o g e t h e r -
t h i s may be due t o t h e n a t u r e o f 
t h e j o b . 
O f t e n m i x d u r i n g l e i s u r e t i m e 
a n d t a k e c o f f e e b r e a k s t o g e t h e r . 
I n c r e a s i n g n u m b e r o f s h i p b o a r d 
t a s k s c a l l i n g f o r i n i t i a t i v e , 
t h e r e f o r e no s t r u g g l e b e t w e e n 
o l d e r a n d y o u n g e r men^ 
I n an e a r l i e r s e c t i o n ol' t h i s P o r t , m e n t i o n was m.ade o f j o b c o n t e n t a n d 
j o b c o n t e x t a n d how e n g i n e e r s u s u a l l y d e s c r i b e t h e i r h a p p i e s t s h i p s i n 
t e r m s o f t"ne j o b c o n t e n t v.=Iiile d e c k o f f i c e r s d e s c r i b e t h e i r b e s t s h i p s 
i n t e r m s o f j o b c o n t e x t , t h e p e o p l e on b o a r d . The q u e s t i o n \vas r a i s e d 
on v.'hether t h e s e r e p o r t s by d e c k o f f i c e r s i n d i c a t e t h e i r b e l i e f t h a t 
t h e i r r e a l w o r k i s t o do w i t h m a i n t a i n i n g h a r m o n i o u s human r e l a t i o n s 
. on l)Oard. F r e n c h ( 1 9 5 8 ) a n d Vroom ( 1 9 6 4 ) I i a v e shown t h e r e l a t i o n s i i i p 
b e t w e e n k n o w l e d g e o f r e s u l t s ^ p e r f o r m a n c e a n d m . o t i v e s o f t h e g r o u p . 
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T h e y show^ f o r e x a m p l e , t h a t p e r f o r m a n c e i m p r o v e s when r e s u l t s a r e 
made known on t h o s e p a r t s o f t h e a c t i v i t i e s b e l i e v e d by t h e g r o u p 
mei.Tbers t o be t h e " r e a l " o b j e c t i v e o r w o r k o f t l . e g r o u p . .Ve may f i n d , 
t h e r e f o r e , t h a t e n g i n e e r o f i ' i c e r s w i l l p e r f o r m b e t t e r i f t o l d t h e y 
a r e r u n n i n g a t e c h n i c a l l y e f f i c i e n t s h i p w h i l e d e c k o f J ' i c e r s may 
i m p r o v e t h e i r p e r f o r m a n c e i f t o l d t h e y a r c r u n n i n g a h a p p y s h i p . 
T h e k e y d i f f e r e n c e b e t w e e n d e c k a n d e n g i n e e r o f f i c e r s l i e s i a how 
t h e y s e c t h e m s e l v e s - a s " l i n e " o r " s t a f f " m a n a g e r s , r.'iony w r i t e r s , 
i n c l u d i n g G o u l d n e r ( 1 9 5 5 ) , Homans ( l 9 5 0 ) , D a l t o n ( l 9 5 0 ) , a n d E t z i o n i 
( 1 9 6 4 ) d e f i n e " l i n e " a n d " s t a f f " m a n a g e r s . I n s u m m a r y , l i n e m a n a g e r s 
a r e t h e a d m i n i s t r a t o r s c o n c e r n e d w i t h t i i e m a j o r g o a l a c t i v i t y o f t h e 
company w h i l e s t a f f p e o p l e a r e t h e p r o f e s s i o n a l e x p e r t s e m p l o y e d f o r 
t h e i r e x p c r t e s e . I n many o r g a i U . s u t i o n s , t h e l i n e m a n a g e r s h o l d t l i e 
g r e a t e r a m o u n t o f r e s p o n s i b i l i t y a n d s t a f f p e o p l e a r e k e p t I n 
p o s i t i o n s s u b o r d i n a t e t o t h e l i n e m a n a g e r s . U n t i l f a i r l y r e c e n t l y j a n d 
s t i l l i n some c o m p a n i e s - t h e d i v i s i o n b e t w e e n l i n e a n d s t a f f was s o 
g r e a t t h a t t h e r e w a s l i t t l e o r no s w i t c h i n g o f m a n a g e r s f r o m s t a f f t o 
l i n i j o r v i c e - v e r s a . T o d a y , h o w e v e r , wc s e e s t a f f a n d J i n e n o t a s two 
s e p a r a t e e n t i t i e s b u t a t t h e two e n d s o f o n e c o n t i n u u m a n d , LI\ f a c t , 
a s a p r o f e s s i o n a l e x p e r t i s p r o m o t e d t o g r e a t e r a d m i n i s t r a t i v e 
r e s p o n s i b i l i t y h e m oves a l o n g t h i s c o n t i n u u m . 
N e v e r t h e l e s s , t l i e r e a r e s r . i l l some d i f f e r e n c e s b e t w e e n l i n e a n d s t a f f 
p e o p l e r e m a i n i n g i n m o d e r n o r g a n i s a t i o n s . G o u l d n e r , f o r e x a m p l e , s h o w s 
t h a t t h e i n f e r i o r p o s i t i o n o f s t a f f e x p e r t s w a s d e f e n d e d on t h e g r o u n d s 
t h a t t h e s e e x p e r t s w e r e more m o b i l e a n d w e r e n o t w h o l l y c o m m i t t e d t o 
t h e o r g a n i s a t i o n - t h e y h a d some c o m m i t m e n t t o t h e i r p r o f e s s i o n a l 
b o d i e s . T h e l i n e m a n a g e r , on t h e o t h e r h a n d , i s a " c o m p a n y ' s man" 
h o l d i n g h i s p r e s e n t p o s i t i o n a s t h e r e s u l t o f y e a r s o f f a i t h f u l s e r v i c e 
w i t h i n h i s c o m p any, k o e ( 1 9 5 6 ) r e i n f o r c e s t h i s d e f i n i t i o n when s h e 
s h o w s t h a t t l i e p r o m o t i o n o f a d m i n i s t r a t o r s ( l i n e m a n a g e r s ) o f t e n 
r e q u i r e s l o n g s e r v i c e w i t h i n one o r g a n i s a t i o n . 
I n y e a r s g o n e by - b e f o r e t h e a d v e n t o f t h e t e l e g r a p h a n d r a d i o - t h e r e 
i s no d o u b t t h a t t h e M a s t e r w a s a " l i n e " m a n a g e r c o n c e r n e d w i t h t h e 
a c h i e v e m e n t o f t h e o v e r a l l g o a l s o f t h e s h i p p i n g c o m p a n y f o r i t w a s h e 
who f o u n d t h e c a r g o e s a n d f i x e d t h e f r e i g h t r a t e s c D e c k o f f i c e r s , a s 
u n d e r s t u d i e s oV t h e M a s t e r , saw t h e m s e l v e s i n t h e same l i n e o f command 
w i t h i n t h e c o m p a n y . B u t r i g h t f r o m t h e v e r y o u t s e t , e n g i n e e r o f f i c e r s 
w e r e , a n d saw t h e m s e l v e s a s , p r o f e s s i o n a l s t a f f e m p l o y e d f o r t l i e i r 
m e c h a n i c a l e x p c r t e s e . I t i s o n l y w i t h i n t h e l a s t 3 5 y e a r s t h a t t h e s e 
m a r i n e e n g i n e e r s h a v e b e e n p r o m o t e d i n t o p o s i t i o n s o f m a n a g e r i a l ( l i n e ) 
r e s p o n s i b i l i t y a s h o r e ^ S t i l l more r e c e n t l y , C h i e f a n d S e c o n d S n g i u e e r s 
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have j o i i i e d t o g e t h e r w i t i i t h e it^astet^ and Mate t o r o n n the s h l p ^ s 
inasiagejnen t c o n i i i i l t t e e . 
Many o f t h e c h a r a c t e r i s t i c s oV " s t a f f " m a n a g e r s s t i l l o b t a i n i n t l \e 
c a s e o f m a r i n e e n g i n e e r s . They h a v e w e l l e s t a b l i s h e d p r o f e s s i o n a l 
i n s t i t u t e s and see t h e m s e l v e s a s m o b i l e members o f an o c c u p a t i o n a l 
w o r l d w h i c h e x t e n d s beyond the s h i p p i n g i n d u s t r y to v a r i o u s p r o f e s s i o n a l 
e n g i n e e r i n g j o b s a s h o r e . P r o m o t i o n ( i n t h e f u l l e s t m e a n i n g o f the w o r d ) 
f o r most m a r i n e e n g i n e e r s depends more on q u a l i f i c a t i o n s a n d e x p c r t e s e 
t h a n on l e n g t h o f s e r v i c e w i t h i n one p a r t i c u l a r c o m p a n y . I n t h e c a s e o f 
deck o f f i c e r s , h o w e v e r , many o f t h e c h a r a c t e r i s t i c s o f " l i n e " m a n a g e r s 
s t i l l r e m a i n . T h e s e o f f i c e r s , a l t h o u g h n o t d i r e c t l y i n v o l v e d i n 
a c h i e v i n g t h e e c o n o m i c g o a l s of t h e c o m p a n y , a r e i n v o l v e d i n 
a d m i n i s t r a t i v e m a t t e r s ; t h e i r p r o m o t i o n i s w h o l l y d e p e n d e n t upon l e n g t h 
of s e r v i c e i n one company; t h e i r o c c u p a t i o n a l w o r l d i s a l m o s t w h o l l y 
bound up w i t h i n t h e s h i p p i n g i n d u s t r y w h i c h , c o u p l e d w i t h p r o m o t i o n a l 
m e t h o d s , maUos them i m m o b i l e ; t h e i r p r o f e s s i o n a l body - the N a u t i c a l 
I n s t i t u t e - h a s o n l y r e c e n t l y been f o r m e d . 
I t i s o f c r u c i a l i m p o r t a n c e , d u r i n g t h i s t i m e o f c i i a n g e a n d w h i l e t h e i r 
] ) r o f e s s i o n a 1 body i s b e i n g e s t a b l i s h e d y t o kiAOw whether* d e c k o f f i c e r s 
see t l icHiselves a s J i n e m a n a g e r s o r as s t a f f expertSo D i s c u s s i o n s r e v e a l 
t h a t many d e c k o f f i c e r s p e r c e i v e t h e m s e l v e s a s l i n e m j i n a g e r s and t h e i r 
p r o m o t i o n a l s y s t e m c o n t i n u a l l y r e i n f o r c e s t h i s b e l i e f . I f t h i s i s 
g e n e r a l l y t r u e t h r o u g h o u t t h e M e r c h a n t N a v y , i t c a n be p r e d i c t e d t h a t 
t h e s e decK o f f i c e r s w i l l p r o b a b l y r e j e c t c h a n g e s i n t r a i n i n g and j o b s 
w h i c h t i e thein more f i r m l y to the s e a g o i n g s e c t o r o f t h e i r c o m p a n i e s 
w h i l e t h e y w i l l p r o b a b l y welcome c h a n g e s i n t r a i n i n g a n d j o b s w h i c h 
p r e p a r e them f o r p r o m o t i o n i n t o t h e l i n e m a n a g e r i a l s t r u c t u r e w i t h i r * 
t h e i r c o m p a n i e s a s i - iore . VVe a l s o n e e d to know hew s h o r e s t a f f p e r c e i v e 
d e c k o f f i c e r s . Do t h e s h o r e p e o p l e s e e them a s l i n e m a n a g e r s or a s 
p r o f e s s i o n a l s t a f f e m p l o y e d f o r t h e i r e x p e i t e s e i n n a v i g a t i o n e t c ? 
The r e l u c t a n c e o f so many c o m p a n i e s t o p r o m o t e t h e i r d e c k o f f i c e r s to 
s h o r e m a n a g e r i a l p o s i t i o n s ( s e c R o c h d a l e 1 9 7 0 ) and t h e f a c t t h a t 
s e a g o i n g e x p e r i e n c e as a n a v i g a t o r i s not a p r e r e q u i s i t e of a p p o i n t m e n t ; 
o f s h o r e p e o p l e zc l i n e m a n a g e r i a l p o s t s i n s h i p p i n g c o m p a n i e s seem t o 
i n d i c a t e t h a t d e c k o f f i c e r s a r e s e e n , by s h o r e s t a f f , a s p r o f e s s i o n a l 
e x p e r t s ( s t a f f ) and n o t a s l i n e m a n a g e r s . T h i s must be a t t h e r o o t of 
some c o n f l i c t b e t w e e n sea and s h o r e s t a f f s o f a s h i p p i n g company^ 
Moreby ( I 9 G 7 ) s u g g e s t s t h a t one d i f f e r e n c e b e t w e e n t h e w o r k o f the d e c k 
and e n g i n e e r o f f i c e r i s t h a t , on t h e b r i d g e , t h e d e c k o f f i c e r h a s t o 
e v a l u a t e and a c t upon e x t e r n a l v a r i a b l e s o v e r w h i c h he h a s l i t t l e o r 
no c o n t r o l w h i l e ^ i n t h e e i i g i n e r o o m , t h e e n g i n e e r o f f i c e r h a s to 
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e v a l u a t e i n t e r n a l v a r i a b l e s o v e r w h i c h , i n n e a r l y a l l c a s e s , he h a s 
c o i n p i e t e c o n t r o l . 
P e r r o w ( i 9 G 7 ) p u t s f o r w a r d a f r a m e w o r k f o r t h e c o m p a r a t i v e a n a l y s i s o f 
o r g a n i s a t i o n s w h i c h e n a b l e s u s to d i s t i n g u i s h b e t w e e n t h e j o b s o f d e c k 
and e n g i n e e r o f f i c e r s i n a manner s i m i l a r t o M o r e b y . P e r r o w u s e s t h e 
f r e q u e n c y o f e x c e p t i o n s i n t h e j o b a n d t h e n a t u r e o f t h e " s e a r c h " 
p r o c e s s employed when e x c e p t i o n s a r i s e . He p u t s f o r w a r d two t y p e s o f 
s e a r c h p r o c e s s - a t one e x t r e m e t h e s e a r c h c a n be c o n d u c t e d on a l o g i c a l 
and s y s t e m a t i c b a s i s w h i l e a t the o t h e r e x t r e m e t h e p r o b l e m i s so 
d i f f i c u l t to a n a l y s e t h a t no f o r m a l s e a r c h i s u n d e r t a k e r , a n d t h e 
i n d i v i d u a l h a s to draw on e x p e r i e n c e a n d i n t u i t i o n , F o l l o w i n s P e r r o w ' s 
d e f i n i t i o n s , some o f the d e c k o f f i c e r s * t a s k s c o n c e r n u n a n a l y z a b l e 
p r o b l e m s c a l i i n i j f o r t h e u s e o f e x p e r i e n c e o r i n t u i t i o n ; t h e number 
o f e x c e p t i o n s b e i n g d e p e n d e n t upon t h e n a t u r e ol' t h e s h i p , t r a d e and 
^ j c o g r a p h i c a l a r e a . On t h e o t h e r h a n d , w i t h g r o w i n g k n o w l e d g e and 
i n c r e a s i n g r e l i a b i l i t y o f m a r i n e e n g i n e s , t h e e n g i n e e r ' s w o r k c o n s i s t s 
o f few e x c e p t i o n s a n d , when t h e y do a r i s e , t h e s e a r c h c a n f o l l o w l o g i c a l 
and s y s t e m a t i c s t e p s . P e r r o w g o e s on t o p o i n t o u t tha i : t h e a i m o f a l l 
o r g a i i i s a t i o n s ( e x c e p t p u r e r e s e a r c h o r g a n i s a t i o n s ) and t e c h n o l o g i e s i s 
to move away f r o m w h e r e e x c e p t i o n s a r e many a n d s e a r c h p r o c e s s e s b a s e d 
on i n t u i t i o n to a r e a s where e x c e p t i o n s a r e few a n d w h e r e s e a r c h c a n be 
c o n d u c t e d on l o g i c a l g r o u n d s . T h i s i s h a p p e n i n g i n s h i p p i n g a n d i n t h e 
d e c k o f f i c e r ' s j o b f o r , a s c o m p u t e r s , r a d i o a i d s , and w e a t h e r f a c s i m i l e 
r e c o r d e r s a r e i n t r o d u c e d a l o t o f t h e " b l a c k m a g i c " a n d u n p r e d i c t ? i b i l it: , | 
o f t h e d e c k o f f i c e r ' s j o b i s r e m o v e d . 
VVorl^  a b o a r d s h i p . 
Vroom. ( i 9 G 4 ) s t a t e s t h a t t h e r e i s c o n f l i c t i n g e v i d e n c e on t h e r e l a t i o n -
s l i i p be tween s u p e r v i s i o n and m o r a l e . W h i l e t»te Ha\vthorr .e e x p e r i m e n t s 
p o i n t e d to t h e e x t r e m e i m p o r t a n c e o f s u p e r v i s o r y s t y l e s , H e r z b e r g e t 
a l ( 1 0 5 9 ) f o u n d t h i s f a c t o r o f l e s s i m p o r t a n c e . T h e b e s t s u p e r v i s o r y 
s t y l e p r o b a b l y d e p e n d s on t h e c i r c u m s t a n c e s and p e r s o n a l i t i e s i n v o l v e d 
Vroom d e s c r i b e d t h e e f f e c t s o f s u p e r v i s i o n on p e r f o r m a n c e when he 
c o m p a r e d i n s u r a n c e c l e r k s w i t ! » r a i l r o a d w o r k e r s . I n t h e i n s u r a n c e 
company w h e r e j o b s w e r e h i g h l y s t a n d a r d i s e d , c o n t i n u a l c h e c k i n g by 
s u p e r v i s o r s g a v e no t e c h n i c a l s u p p o r t and p r o d u c t i v i t y f e l l . I n t h e 
r a i l - r o a d where t h e w o r k was n o n - s t a n d a r d j s u p e r v i s i o n v/as t e c h n i c a l l y 
s u p p o r t i v e i n n a t u r e and p r o d u c t i o n i m p r o v e d . 
- 76 -
Vroom a l s o p o i n t s o u t t h a t p e o p l e w o r k more e f f e c t i v e l y when e f f e c t i v e 
p e r f o r m a n c e l e a d s to t h e a t t a i n m e n t o f w h a t t h e y d e s i r e , '.'/hat t h i s 
means i s t h a t , i n s t e a d o f t h i n k i n g t h a t j o b s a t i s f a c t i o n l e a d s to 
h i g h e r p r o d u c t i v i t y , we s h o u l d make h i g h e r p r o d u c t i v i t y t h e means 
t o w a r d s a c h i e v i n g j o b s a t i s f a c t i o n . 
B l a u n e r ( l y C O ) r e p o r t s t h a t c o n t r o l o v e r o n e * s own w o r k i s p o s i t i v c i l y 
c o r r e l a t e d w i t h j o b s a t i s f a c t i o n when t h e j o b i s p a r t i c u l a r l y 
c h a l l e n g i n g i n a t e c h n o l o g i c a l o r e n v i r o n m e n t a l s e n s e . E v i d e n c e to 
s u p p o r t t h i s may be f o u n d i n m e r c h a n t s h i p p i n g w h e r e j o b s a t i s f a c t i o n 
of e n g i n e e r o f f i c e r s seems to be h i g h e r i n t a n k e r s a n d t r a m p s t h a n i n 
c a r g o l i n e r s ^ I n t h e f o r m e r two c l a s s e s o f s h i p s , c o n t i n u a l a b s e n c e 
f r o m t i ie U n i t e d Kingdom g i v e s the e n g i n e e r o f f i c e r s more c o n t r o l o v e r 
t h e i r w o r k w h e r e a s , i n c a r g o l i n e r s w h i c h r e t u r n f r e q u e n t l y to home 
p o r t s , c o n t r o l o f the more c h a l l e n g i n g e n g i n e e r i n g Work i s t a k e n av.'ay 
f rom t h e s h i p * s e n g i n e e r s by v i s i t i n g e n g i n e e r s u p e r i n t e n d e n t s , 
R e v a n s ( 1 9 G 4 ) r e p o r t s r e s e a r c h w h i c h may be o f some j . m p o r t a n c e i n 
m e r c h a n t s h i p s . Mis i n v e s t i g a t i o n was i n t o m o r a l e and t u r n o v e r r a t e s 
of n u r s i n g s t a f f i n r i o s p i t a l s , iie f o u n d t h a t l i i g i i t u r n o v e r r a t e s v;ere 
a s s o c i a t e d w i t h c o i a m u n i c a t i o n f l o w s w h i c h moved m a i n l y d o w n w a r d s . I n 
t h e s e h o s p i t a l s , s t i d e n t n u r s e s w e r e g i v e n i n s t r u c t i o n s w i t h o u t 
e x p l a n a t i o n s and w e r e d i s c o u r a g e d f r o m a s k i n g q u e s t i o n s . T h e s e s t u d e n t s 
l e a r n e d l i t t l e a b o u t n u r s i n g excep^i how t o d e f e r uno.ue s t i o n i n g l y to 
i n s t r u c t i o n s f r o m a b o v e . 
I n c o n t r a s t , i n t h e h o s p i t a l s w h e r e l a b o u r t u r n o v e r w a s l o w , s e n i o r 
s t a f f had d e v e l o p e d a l e a r n i n g c u l t u r e u n d e r w h i c h j u n i o r s a n d t r a i n e e s 
w e r e e n c o u r a g e d to a s k q u e s t i o n s , and i n f o r m a t i o n f l o w e d i n bo th 
d i r e c t i o n s . T h e s e f i i v d i n g s may g i v e us a v a l u a b l e p o i n t e r i n s h i p p i n g . 
To g r e a t e r o r l e s s e r d e g r e e , t h e e f f e c t s o f work a l i e n n t i o n a r e 
m a n i f e s t e d i n v a r i o u s w a y s i n many work s i t u a t i o n s . Work a l i e n a t i o n 
i s e x p e r i e n c e d a s f e e l i n g s o f : -
( i ) I s o l a t i o n ( s e p a r a t i o n a n x i e t y ) 
( i i ) P o w e r l e s s n e s s , 
( i i i ) M e a n i n g l e s s . 
( i v ) S e l f - e s t r a n g e m e n t ( a l i e n a t i o n o f tite j o b f r o m o n e s e l f ) 
A l i e n a t i o n , a s a c o n c e p t , c a n be h a n d l e d by t h e f o l l o w i n g q u e s t i o n s : -
a ) What c o n t r o l d o e s t h e w o r k e r h a v e o v e r h i s j o b ? 
b) Can he s e c any s e n s e i n w h a t he i s d o i n g V 
c ) I s he i s o l a t e d i n c o n d i t i o n s o f v a r i a b l e s t r e s s w h e r e he c a n 
n e i t h e r e x p o s e h i s d i f f i c u l t i e s t o , n o r g e t s u p p o r t f r o m , o t h e r s ] 
d) Can he e x p r e s s a n y t h i n g of h i m s e l f i n h i s j o b ? 
I t i s w o r t h a p p l y i n g "these ( l u e s t i o n s to t h e v a r i o u s g r a d e s o f s e a f a r e r s 
a b o a r d s h i p - and t h e a n s w e r s may go some way to e x p l a i n i n g some o f 
t i ie b c h a v j . o u r a l c h a r a c te r j. s t i c s o f some s e a f a r e r s . 
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E t z i o n i ( 1 9 6 1 ) s u g i ^ e s t s t h a t a l i e n a t e d w o r k e r s d e v e l o p a p o w e r f u l 
i d e o l o g y c o u n t e r to t l i e f a c t o r y and u s u a l l y b a s e d on s o c i a l i s m . They 
t r y to r e d u c e t h e c o n t r o l t h e o r g a n i s a t i o n h a s e v e r theni by d e v e l o p i n g 
t h e i r own c o n t r o l s y s t e r . i s . Now, i f H e r b s t ( 1 9 6 9 ) i s c o r r e c t i n s a y i n g 
t h a t a b o a r d s h i p we s e e t h e p r o b l e m of a l i e n a t i o n i n i t s most f u n d a -
m e n t a l f o r m , why do we n o t see a t t e m p t s made by t l i e r a t i n g s to s e t up 
t h e i r own c o n t r o l s y s t e m s a s s u g g e s t e d by i i t z i o n i ? Maybe we do s e e 
s u c h a t t e m p t s to s e t up t h e i r own c o n t r o l s y s t e m s i n p o r t w h e n , i n 
some c o n v e n t i o n a l s h i p S y t h e c r e w a l m o s t d e c i d e wlien t h e y w i J l and 
when t h e y w i l l n o t work - l o g g i n g s a n d f i n e s a r e a c c e p t e d a s t h e p r i c e 
they h a v e to pay f o r t h i s e l e m e n t o f c o n t r o l . On a l i g h t e r n o t e , i t 
may be w o r t h r e p o r t i n g t h e I r i s h a b l e - s e a m a n who had s o r t e d o u t h i s 
o \\ // 
p r i v a t e f i n a n c e s , B a s i c w a g e s , he s a i d , s h o u l d be u s e d f o r a l l o t m e n t s 
to the w i f e ; o v e r t i m e e a r n i n g s f o r b u y i n g e n j o y m e n t i n p o r t ; and 
" S u n d a y s a t s e a " b o n u s e s s h o u l d be s e t a s i d e f o r m e e t i n g J o g g i n g s and 
fincs*"^!! On a more s e r i o u s n o t e , H e r b s t ( 1 9 6 9 ) s u g g e s t s t h a t the 
p r o b l e m of a l i e n a t i o n among some o f f i c e r s i s c o u n t e r e d by c o m p u l s i v e 
o v e r w o r k . T h e i r p e r s o n a l work and l i f e s p a c e o a r e so empty o f m e a n i n g 
t h a t t h e y combat f e e l i n g s o f i s o l a t i o n by k e e p i n g " b u s y " . 
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TUK S H I P P I N G COMPANY AS AM ORGANIZATION 
As no -one l ia s e v e r s^en an o r g a n i z a t i o n , s e v e r e d i f f i c u l t i e s 
a r e e n c o u n t e r e d by a n y o n e who d r a w s on s e l e c t e d , r e l e v a n t 
p i e c e s f r o m the l i t e r a t u r e .in o r d e r to d e s c r i b e an o r g a n i z a t i o n . 
W h i l e s h i p s and s h i p p i n g a r e t h e s u b j e c t s o f t h i s w h o l e r e p o r t , 
t h e d e s c r i p t i v e d i f f i c u l t i e s c a n be e x p l a i n e d by d r a w i n g an 
a n a l o g y be t ween an o r g a n i z a t i o n and a s h i p . 
L e t us i m a g i n e a g r o u p o f men, none o f whom h a d e v e r s e e n a 
sl^ip or a p i c t u r e o f a s h i p , s e t t i n g c u t to d e s c r i b e a s h i p by 
r e v i e w i n g sound t e x t books on n a v i g a t i o n , c a r g o - h a n d l i n g and 
m a r i n e e n g i n e e r i n g . The one who r e a d t h e n a v i g a t i o n books w o u l d 
p i 'obab ly d e s c r i b e a sl i . ip a s a m o b i l e p l a t f o r m e q u i p p e d w i t h 
n a v i g a t i o n a l i n s t r u m e n t s whose p r i m e p u r p o s e was to move a c r o s s 
t h e o c e a n ; he m i g h t a c k n o w l e d g e t h e e x i s t e n c e o f c a r g o ( t o t h e 
e x t e n t t h a t s t e e l c a r g o e s a f f e c t t h e m a g n e t i c c o m p a s s e s ) and 
e n g i n e s ( t o t h e e x t e n t t h a t s o m e t h i n g i s n e e d e d to move t h e 
s h i p i n o r d e r t i i a t i t migti t be n a v i g a t e d ) . M e a n t i m e , the one 
who had s t u d i e d the boo!:s on c a r g o - h a n d l i n g w o u l d p r o b a b l y 
d e s c r i b e t h e s l i i p i n t e r m s o f i t s c a r g o c a r r y i n g c a p a b i l i t i e s 
and w o u l d a l m o s t i n g n o r e i t s n a v i g a t i o n a l and p r o p u l s i o n 
c l i a r a c t e r i s t i c s . A n o t h e r man, h a v i n g r e a d t h e e n g i n e e r i n g 
b o o k s , w o u l d p r o b a b l y d e s c r i b e t h e s h i p a s a p l a t f o r m p r i m a r i l y 
d e s i g n e d to s u p p o r t c o m p l i c a t e d m a c h i n e r y . T h e s e t h r e e men 
w o u l d engage i n l o n g a r g u m e n t i f t h e y t r i e d to p u t t h e i r 
v a r i o u s v i e w s t o g e t h e r i n an a t t e m p t to d e s c r i b e t h e r e a l i t y 
o f a s h i p . O t h e r men, h o w e v e r , may n o t be i n t e r e s t e d i n 
d e s c r i b i n g s p e c i f i c s i i i p s but p i ' c f e r to s e a r c h f o r t h e g e n e r a l 
f o r m u l a e w h i c h r e l a t e the f j o a t i n g and r o l l i n g c h a r a c t e r i s t i c s 
o f any s h i p to i t s w e i g l i t , d e s i g n and s i z e ^ i . e . n a v a l a r c h i t e c t s . 
A r e v i e w of t h e l i t e r a t u r e on o r g a n i z a t i o n s shows t h a t a nuiiiber 
o f w r i t e r s h a v e t r i e d to d e s c r - i b e o r g a n i z a t i o n s i n t e r m s o f 
s p e c i f i c c l i a r ac t e r i s t i c s e . g . i n t e r m s o f power a n d c o m p l i a n c e 
( J - ^ t z i o n i ) ; d e c i s i o n - m a k i n g p r o c e s s e s ( C y c r t & M a r c h ) ; 
e x c e p t i o n s and s e a r c h p r o c e s s e s ( P e r r o w ) ; a d a p t a b i l i t y o f t h e 
t e c l i n o l o g y (Thompson & B a t e ^ ; and i n t e r m s o f r o l e s ( K a h n e t a l ) ; e t 
T h e s e w r i t e r s may be e q u a t e d to t h e n a v i g a t i o n , c a r g o and 
e n g i n e e r i n g d e s c r i b e r s o f s h i p s i n t h e a n a l o g y a b o v e ; w h i l e 
t h o s e w r i t e r s t r y i n g to f i n d g e n e r a l p r i n c i p l e s a n d t h e o r i e s 
a p p l i c a b l e to a l l o r g a n i z a t i o n s may be e q u a t e d to t h e n a v a l 
a r c h i t e c t s m e n t i o n e d a b o v e . 
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The f u n d a m e n t a l a r g u m e n t be tw een o r g a n i s a t i o n a l a n a l y s t s , as shown b v 
S i l v e r m a n ( l 9 7 0 ) , c o n c e r n s t h e r e i f i c a t i o n o f t h e o r g a n i s a t i o n . 
The w o r k o f many w r i t e r s i s b a s e d on t h e a s s u m p t i o n t h a t o r g a n i s a t i o n s 
"exi*;.t" w l i i l e S i l v e r m a n d e n i e s t l i e e x i s t e n c e o f o r g a n i s a t i o n s . He 
h o l d s t h a t o r g a n i s a t i o n s c a n n o t " a c t " o r " b e h a v e " o r move i n r e s p o n s e 
to e n v i r o n m e n t a l f o r c e s ; t h a t s u c h a c t s , b e h a v i o u r s a n d movements 
c a n o n l y be c a r r i e d o u t by t h e p e o p l e who make up t h e o r g a n i s a t i o n . 
I t i s a l m o s t a s though he i s s a y i n g t h a t t h e s h i p c a n h a v e no m e a n i n g 
or m o t i o n u n t i l p e o p l e b o a r d and o p e r a t e h e r , But t e c h n o l o g y h a s 
r e a c h e d a s t a g e w l i erc a s l i i p c a n be moved and o p e r a t e d w i t i i o u t p e o p l e ; 
a n d , t h u s , the c o n t i n u e d e x i s t e n c e o f o r g a n i s a t i o n s (made u p o f 
d i f f e r e n t p e o p l e a t d i f f e r e n t t i m e s ) make i t s i m p l e r f o r u s t o assume 
t h a t o r g a n i s a t i o n s h a v e an e x i s t e n c e , a b e i n g . 
O r g a n i s a t i o n a l g o a l s 
Many modern w r i t e r s s t a t e t h a t t h e c o m p a n y ' s g o a l s ( o b j e c t i v e s , 
m i s s i o n s ) must be c l e a r l y d e f i n e d i n o r d e r to m e a s u r e p e r f o r m a n c e a n d 
i n o r d e r to o r g a n i s e t h e company f o r opt imum e f f e c t i v e n e s s . T h i s l a t t e r 
r e a s o n , v/hen t r a n s l a t e d i n t o d a y - t o - d a y ac t i v i t i e s , mean s t h a t g o a l s 
l e g i t i m i s e p o w e r : t h a t i s , p e o p l e c a n be t o l d to do c e r t a i n t h i n g s on 
the g r o u n d s t h a t s u c h a c t i v i t y or b e h a v i o u r i s r e q u i r e d f o r t h e 
a c h i e v e m e n t of company g o a l s . 
J o h n s o n e t a l ( 1 0 6 3 ) p o i n t t o the n e e d f o r b r o a d , g e n e r a 1 g o a l s to be 
t r a n s l a t e d i n t o s p e c i f i c o p e r a t i n g g o a l s i f t h e r e i s t o be a n y 
s y s t e m a t i c p l a n n i n g . They a l s o p o i n t o u t t h a t g o a l s a r e s u b j e c t to 
d e v e l o p m e n t and c h a n g e f o r , a s t h e y and many o t h e r w r i t e r s p o i n t o u t , 
tl^e g o a l s of t h e p r e s e n t o r g a n i s a t i o n a r e r a r e l y p r e c i s e l y t h e same 
a s t h e g o a l s of the o r i g i n a l f o u n d e r o f t h e c o m p a n y . 
C l a s s j c a l e c o r \ o m i s t 3 h a v e , f o r many y e a r s , h e l d t h a t t h e g o a l ( m i s s i o n , 
o b j e c t i v e ) o f any c o m m e r c i a l company mus t be p r o f i t m a x i m i s a t i o n b u t , 
a s shown by oiip.on ( 1 9 5 9 ) , t h e g r o w i n g s e p a r a t i o n o f O A v n e r s h t i p a n d 
management s h o u l d make u s q u e s t i o n t h e v a l i d i t y o f t h i s a s s u m p t i o n , 
t h a t p r o f e s s i o n a l m a n a g e r s a r e m o t i v a t e d by p r o f i t m a x i m i s a t i o n . I n f a c 
a s C y e r t e t a l ( 1 9 5 9 ) , C y e r t c i March ( 1 9 6 3 ) and C l a r k s o n ( 1 9 6 3 ) s h o w , 
the e v i d e n c e seems to s u g g e s t t h a t p r o f e s s i o n a l m a n a g e r s ar'e more 
c o n c e r n e d w i t h m a i n t a i n i n g an a c c e p t a b l e and a t t a i n a b l e l e v e l o f p r o f i t 
t h a n i n m a x i m i s i n g t h e p r o f i t s o f t h e i r c o m p a n i e s . T h i s i s t h e i r 
c o n c e p t o f " s a t i s f i c i n g " . 
Moreby ( l 9 7 l c ) a s k s the key q u e s t i o n r e l a t e d to t h e g o a l s o f s h i p p i n g 
company v;hen he a s k s "Does t h e s h i p p i n g company e x i s t to make money o r 
does i t make money to e x i s t ? " . I f t h e f o r m e r w e r e t h e c o r r e c t a n s w e r 
t h e n p when f r e i g h t r a t e s w e r e l o w , c o m p a n i e s w o u l d s e l . l t h e i r s h i p s 
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and inove i n t o more p r o t * i t a b l e e n t e r p r i s e s , K;ost s i i i p p i n g c o m p a n i e s , 
h o w e v e r j do n o t s p e c u l a t e o n t h e s h i p s a l e and p u r c h a s e m a r k e t - t i i ey 
t r y to keep t h e i r s h i p s r u n n i n g a t a c c e p t a b l e a n d r e a s o n a b l e l e v e l s 
o f p ' ^ o f i t . The pr ime g o a l of a s h i p p i n g company i s , t h e r e f o r e > to 
make enough money to e x i s t . T h i s i s a g o a l w h i c h s h o u l d be a c c e p t a b l e 
to m o s t p e o p l e w i t l i i n t i i c company f o r t i i ey v ; i l l s e e t i i e i r f u t u r e 
s e c u r i t y and c a r e e r d e v e l o p m e n t a s b e i n g w h o l l y bound up w i t h i n t h e 
f u t u r e e x i s t e n c e o f the company . 
But t h i s v i e w o f e x i j - t e n c e l e a d s to t h e r e c o g n i t i o n o f a n o t h e r p r i m e 
g o a l i n s i i i p p i n g c o m p a n i e s ; t h a t i s , e a c h company h a s t o a v o i d b e i n g 
G c i u e e z e d ou t o f s h i p p i n g b^ ^ t e c h n o l o g i c a l o b s o l e s c e n c e w h e r e " t e c h n o l o g y 
e n c o m p a s s e s b o t h t h e m a c h i n e s and t h e s k i l l s / k n o w l e d g e n e e d e d to 
o p e r a t e them. T h i s , i n t u r n , e m p h a s i s e s t h e n e e d f o r a. s h i p p i n g company 
to d e v e l o p both i t s o r g a n i s a t i o n a l s t r u c t u r e a n d i t s members to c o p e 
w i t h c h a n g e . 
i^^cGregor ( 1 9 C ' 7 ) i s a n o t h e r w r i t e r who comments on t h e g o a l s o f the 
o r g a n i s a t i o n a n d s u g g e s t s t h a t t h e most common g o a l i s n o t m a x i m i s a t i o n 
o f p r o f i t but t h e a v o i d a n c e o f l o s s . Many, many w r i t e r s draw a t t e n t i o n 
to t i ie f a c t t h a t p r o f i t ma x i i o i s a t i o n h a s d i s a p p e a r e d a s a g o a l a n d , i n 
i t s p l a c e , wc s e e t h e p r i m e g o a l a s " f u t u r e e x i s t e n c e " . 
But o r g a n i s a t i o n s u s u a l l y l iave more t h a n one g o a l a n d t h e i n t e r a c t j . o n 
betv.'een t h e v a r i o u s g o a l s p r o d u c e s a d i f f e r e n t v a l u e f r a m e w o r k l o r e a c h 
mem.ber ( o r g r o u p s o f members) of t l ie o r g a n i s a t i o n . B e n n i s ( l O G G ) p o i n t s 
ou t t h a t , n o t o n l y a r e g o a l s r a r a e l y d e f i n e d , b u t i t i s r a r e to f i n d 
c r i t e r i a f o r m e a s u r i n g p e r f o r n s a n c c or a d v a n c e t o w a r d s t l i e i d e n t j f i e d 
g o a l s . 
K t z i o n i (;i>(?0) t a k e s a somewhat d i f f e r e n t v i e w to t h a t of B e n n i s f o r 
he s a y s t h a t g o a l s a r c c u l t u r a l e n t i t i e s w h i l e o r g a n i s a t i o n s a r e ( r e a l ) 
s o c i a l s y s t e m s a n d t h a t , i f we c o m p a r e an o r g a n i s a t i o n w i t h i t s g o a l s , 
wc a r e m a k i n g t h e f u r s d a m e n t a l e r r o r o f c o i f i p a r i n g t h e r e a l v ; i t h t!ie 
i d e a l or an e x i s t i n g s o c i a l s y s t e ' n w i t i i a c u l t u r a l e n t i t y . S u c h 
cd^'barisons u s u a l l y r e s u l t i n a t t e n t i o n b e i n g f o c u s s e d on ti-e 
i n e f f e c t i v e n e s s o f t h e o r g a n i s a t i o n w i t l i many s u g g e s t i o n s b e i n g made 
f o r c h a n g e . T h e r e i s t h e f u r t i i c r d a n g e r , i n u s i n g tite g o a l m o d e l to 
a n a l y s e an o r g a n i s a t i o n , o f t l i e o b s e r v e r p r o j e c t i n g h i s U t o p i a n i d e a s 
on the i d e a l g o a l ( s ) , 
i i i s e n s t a d t ( l O S u ) , s u p p o r t e d by v a n iocinum ( t 9Go ) , p o i n t s o u t t h a t. 
g O J ' . l s a r e o f c r u c i a l i m p o r t a n c e i ! \ u e t e r i - . i i n i n g t h e s p e c i a l f o r m o f 
i n t e r d e p o n d f j n c c h c t v . e c n t i i e o r g a n i s a t i o n ai^d i t s e n v i r onmcn t . And L.w.nry 
s u g g e s t s t h a t the c o n t i n u e d e x i s t c n L * e o f a company m a y depend on the 
uni^jue fon;'. o f c o m p e t e n c e i t o f f e r s to t h e e n v i r o n m e n t . 
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R e t u r n i n g to the g o a l o f a v o i d i n g t e c h n o l o g i c a l o b s o l e s c e n c e , i t i s 
i n t e r e s t i n g t o n o t e t'ne r e l a t i o n s h i p betv.'cen the e m e r g i n g i m p o r t a n c e 
of t h i s g o a l and t h e s i i j f t oft t e c h n i c a l e x p e r t s a l o n g t i i e " s t a f f " -
" l i n e ' ' c o n t i n u u m . As was m e n t i o n e d e a r l i e r , l i n e m a n a g e r s a r e t h o s e 
p r i m a r i l y c o n c e r n e d wj tli t l i e a c i i i e v e m e n t o f t h e o v e r a l l a i m s o f t i i c 
company a n d , a s g o a l s r e l a t e d to t e c h n o l o g i c a l o b s o l e s c e n c e i n c r e a s e 
i n i m p o r t a n c e s o , v/e may f i n d , t e c h n i c a l e x p e r t s move t o w a r d s t i»e 
" l i n e " end o f t h e c o n t i n u u m , I 
F i n a l l y , some w r i t e r s s u g g e s t t h a t t h e g o a l s o f t h e company a r e u s e d 
to r e g u l a t e and l e g i t i m i s e t h e a l l o c a t i o n o f r e s o u r c e s . Many e x a m i n -
a t i o n s o f t h e o p e r a t i o n a l c o s t s o f s h i p s show t h a t , o f h i s c o n t r o l l a b l e 
c o s t s ( i , e , e x c l u d i n g c a p i t a l c o s t s , f u e l and c a r g o - h . a n d l i n g ) , t h e 
s h i p o w n e r s p e n d s t w i c e a s much on m a i n t a i n i n g h i s s h i p a s iie d o c s on 
o p e r a t i n g i t . Does t h i s , i n t u r n , p o i n t to t h e i m ! ) l i e d a c c e p t a n c e o f 
the f u t u r e o p e r a t i n g e f f i c i e n c y a n d e x i s t e n c e o f t h e s h i ij a s a p r i m e 
g o a l w i t h i n s h i p p i n g c o m p a n i e s , V.'e a l s o n o t e , i n h ioreby ( l O G O b ) , a n d , 
i n I t o c h d a l e ( l 9 7 0 ) t h a t i t c o s t s 'jO% more to t r a i n a C h i e f - i n s i n o e r 
t h a n i t does to t r a i n a M a s t e r - and C h i e f E n g i n e e r s a r e p r i m a r j . l y 
c o n c e r n e d w i t h l o n g - t e r m m a i n t e n a n c e w i i i l e M a s t e r s a r e coi^.cerned w i t h 
s h o r t t e r m o p e r a t i n g e f f i c i e n c y . 
Some r e s e a r c h e r s s u g g e s t t h a t r a t i o n a l i s a t i o n o f w o r k a b o a r d s h i p , 
r e a l l o c a t i o n of s h i p b o a r d t a s k s a n d t h e c r e a t i o n o f a ' ' l e a r n i n g 
c u l t u r e " c a n n o t p r o g r e s s any f u r t l i e r un t i l e a c h s h i p h a s a " g o a l " 
co;r^!tfOnly a c c e p t e d by a l l on b o a r d . T h i s r a i s e s t h e v e r y d i f f i c u l t 
p r o b l e m o f t i m e p e r s p e c t i v e s . ".Vc f i n d , f o r e x a m p l e , t h a t i n c o n v e n t i o n -
a l l y manned s h i p s where t l i c Mate g i v e s t h e i3osun t h e d a y * s t a s k s e a c h 
m o r n i n g , t h e t i m e p e r s p e c t i v e u n d e r w h i c h many o f t h e r a t i n g s work 
does n o t e x c e e d one day a n d may e v e n be u s s h o r t a s t l i r e e h o u r s . The 
n a v i g a t i o n a l o f f i c e r s , on t h e o t h e r h a n d , h a v e t i m e p e r s p e c t i v e s o f 
two to t h r e e w e e k s , d e p e n d i n g on the^ l e n g t h o f t i m e to g e t t h e s h i p 
f rom p o r t o f d e p a r t u r e to d e s t i n a t i o n . T h e M a t e , p r i m a r i l y c o n c e r n e d 
w i t h c a r g o c a r e , may h a v e a t i m e p e r s p e c t i v e o f one t o . t w o m o n t h s , 
d e p e n d i n g on the l e n g t h o f t i m e one c a r g o i s i n t h e s h i p and t h e 
h o l d p r e p a r a t i o n r e q u i r e d f o r t)ie n e x t c a r g o ; w i i i l e t h e e n g i n e e r 
o f f i c e r s may h a v e a t i m e p e r s p e c t i v e e q u a l t o t h e i r s t a y s a b o a r d t h a t 
s h i p andy i n t i i e c a s e o f s e n i o r e n g i n e e r s , t h e y may w o r k u n d e r t i m e 
p e r s p e c t i v e s a s l o n g a s f o u r y e a r s - t h e l e n g t h o f t i m e b e t w e e n s p e c i a l 
s u r v e y s . 
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Con yen t i o n a 1 f r a mew o r k s f o r Q r g n i, s a t i o n a 1 a n a 1 y g i s , 
S c h e i n ( 1 9 6 5 ) d e f i n e s an o r g a n i s a t i o n a s " t h e r a t i o n a l c o - o r d i n a t i o n of 
the a c t i v i t i e s of p e o p l e f o r t h e a c h i e v e m e n t o f some common e x o l i c i t 
p u r p o s e o r g o a l , t h r o u g h t h e d i v i s i o n o f l a b o u r and f u n c t i o n a n d 
t h r o u g h a h i e r a r c h y o f a u t h o r i t y and r e s p o n s i b i l i t y " * T h e o b j e c t o f 
c o - o r d i n a t i o n , i n t h e f o r m a l o r g a n i s a t i o n , i s a c t i v i t i e s , n o t p e o p l e . 
O n l y some of the a b i l i t i e s o f e a c h p e r s o n a r c r e q u i r e d by t i i e f o r m a l 
o r g a n i s a t i o n ; t h u s , f r o m an o r g a n i s a t i o n a l p o i n t o f v i e v / , i t i s 
s u f f i c i e n t Lo s p e l l ou t a c t i v i t i e s a n d r o l e s . 
Brown ( 1 9 6 0 ) , h o v ; e v e r , s a y s t h e r e a r e f o u r c o n c e p t s o f o r g a n i s a t i o n 
1 ) The one s e e n on t h e o r g a n i s a t i o n c h a r t . 
2 ) The one i n d i v i d u a l members p e r c e i v e a s the o r g a n i s a t i o n . 
5) The s i t u a t i o n r e v e a l e d by t h e o r g a n i s a t i o n a l a n a l y s t . 
4 ) The o r g a n i s a t i o n w l i i c h w o u l d e x i s t i f i t w e r e i n a c c o r d w i t h t h e 
r e a l p r o p e r t i e s o f t h e f i e l d i n w h i c h i t i s i m b e d d e d . 
The i d e a l s i t u a t i o n , o f c o u r s e , i s wiien a l l f o u r f o r m s o f t h e 
o r g a n i s a t i o n a r e a s c l o s e a s p o s s i b l e t o g e t h e r . 
A key p a p e r i n t h e f i e l d i s t h a t by Thompson & B a t e s ( 1 9 5 7 ) who p o i n t 
out t h a t t h e t y p e s o f t e c h n o l o g y s u i t a b l e f o r p a r t i . c u l a r t y p e s o f g o a l s 
ser, l i m i t s on the t y p e o f o r g a n i s a t i o n a l s t r u c t u r e and on t h e p r o c e s s 
of a d m i n i s t r a t i o n . They s u g g e s t t l i a t t h e key v a r i a b l e s a f f e c t i n g p o l i c y 
f o r m u l a t i o n a r e : -
( i ) The d e g r e e o f " c o n c r e t e n e s s " o f t h e g o a l ; and 
( i i ) The s d a p t i b i l i t y o f t h e t e c h n o l o g y . 
They s u g g e s t t h a t i f t h e p r o d u c t i s c o n c r e t e a n d t h e t e c h n o l o g y 
u n a d a p t a b l e ( e . g . i n m i n i n g ) , the m a j o r c o n c e r n over- p o l i c y v ; i l l be t h a t 
the e n v i r o n m e n t may r e j e c t o r d i s p e n s e wj. t l i t h e p r o d u c t . 
I f the p r o d u c t i s c o n c r e t e and t h e t e c h n o l o g y a d a p t a b l e ( e . g . m a n u f a c t -
u r i n g ) t h e m a j o r c o n c e r n w i l l be when to s v / i t c h to a new p r o d u c t . 
I f t h e p r o d u c t i s a b s t r a c t and the t e c h n o l o g y a d a p t a b l e ( e . g . U n i v e r -
s i t i e s ) , t h e main c o n c e r n w i l l be t o ^ g e t a g r e e m e n t among members on 
g o a I s , 
I f the p r o d u c t i s a b s t r a c t and t h e t e c h n o l o g y u n a d a p t a b l e ( e . g . 
h o s p i t a l s ) , t h e ma in c o n c e r n w i l l be t o p e r s u a d e r e l e v a n t p a r t s o f 
t l ie e x t e r n a l e n v i r o n m e n t to a c c e p t p a r t i c u l a r p r o d u c t s , 
Thompson U B a t e s t a k e t h e i r c o m p a r a t i v e a n a l y s i s f u r t h e r v;hcn 
e x a m i n i n g o r g a n i s a t i o n s a l o n g t h e d i m e n s i o n s o f r a t i o o f m e c h a n i s a t i o n 
to p r o f e s s i o n a l i s m and d e g r e e ol" a d a p t a b i l i t y . They p o i n t o u t t h a t i f 
the t e c h n o l o g y o f an o r g a n i s a t i o n h a s a h i g h r a t i o o f m e c h a n i s a t i o n to 
p r o f e s s i o n a l i s a t i o n and i s n o t a d a p t a b l e , t h e key p r o b l e m w i l l l i e i n 
a v o i d i n g t e c h n o l o g i c a l o b s o l e s c e n c e . S h i p p i n g f a i l s c l e a r l y i n t o . t l i i s 
d o s e r i p t i c n ^ 
MacICcnz ie /k .po ints o u t t h a t i f a f i r m , i s o p e r a t i n g a t e c h n o l o g y w h i c h i s 
known and s t a t i c i t c a n h a v e an o r g a n i s a t i o n a l c h a r t a n d t e x t - b o o k 
r u l e s , out i f t h e f i r m i s o p e r a t i n g w i t h i n t e c h n o l o g i c a l c h a n g e , s t r a i n 
w i l l r e s u l t i f members a r e f o r c e d t o s t i c k by t h e c h n r t a n d r u l e s , lie 
goes on to p o i n t o u t t h a t t h e l i i g h e s t s t a t u s g o e s t o t h e man f i l l i n g 
the most v i t a l r o l e i n t h e o r g a n i s a t i o n , .See ing s h i p p i n g i s c a p i t a l 
i n t e n s i v e , does most s t a t u s i n s h i p p i n g c o m p a n i e s go t o t h o s e who 
c o n t r o l t h e f i n a n c i a l r e s o u r c e s ; o r , a c c e p t i n g t h a t s h i p p i n g c o m p a n i e s 
have to a v o i d t e c h n o l o g i c a l o b s o l e s c e n c e , s h o u l d we g i v e t h e h i g h e s t 
s t a t u s to t h o s e c o n c e r n e d w i t h t e c h n o l o g i c a l i n n o v a t i o n i n tJ-tc 
m a c h i n e , o p e r a t i o n a l and t r a i n i n g f i e l d s ? 
B e n n i s ( 1 9 G 6 ) d e s c r i b e d t h e d e v e l o p m e n t o f management t h i n k i n g a s 
moving f r o m the " s c i e n t i f i c management s c h o o l " ( w h i c h v i e w e d 
o r g a n i s a t i o n s a s though t h e y e x i s t e d w i t h o u t p e o p l e ) t o v / a r d s t h e 
"human r e l a t i o n s s c h o o l " w h i c h r e g a r d e d p e o p l e and g r o u p s a s though 
they e x i s t e d w i t h o u t t h e o r g a n i s a t i o n . N e i t h e r v i e w w a s w h o l l y 
e f f e c t i v e f o r both i g n o r e d t h e t o t a l i t y o f the s i t u a t i o n ; t h a t i s , 
t i»e r e l a t i o n bet\veon t h e i n s i d e o r g a n i s a t i o n a n d t h e e x t e r n a l 
e n v i r o n n i e n t and be tween i n d i v i d u a l and o r g a n i s a t i o n a l n e e d s . 
Van Beinum ( l O G o ) f o l l o w s a s i m i l a r l i n e when t h e c o m p a r e s t h e two 
s c h o o l s o f t h o u g h t on w o r k o r g a n i s a t i o n . The t r a d i t i o n a l , i r . e c h a n i c a l 
type o f t h i n k i n g t r i e s to r e d u c e t h e human component i n t h e o r g a n -
i s a t i o n to a c o n s t a n t and r e g a r d s p e o p l e a s a c o n s t r a i n t ; j t t r i e s to 
m i n i m i s e the d e p e n d e n c e o f t h e o r g a n i s a t i o n on the i n d i v i d u a l . 
O r g a n i s a t i o n a l norms a r e e x p r e s s e d i n t e r m s o f d i s c i p l i n e and e f f i c i c n c . 
and much a t t e n t i o n i s g i v e n to s p a n o f c o n t r o l , d i v i s i o n s b e t w e e n l i n e 
and s t a f f a r e a s , e t c . Man i s t h o u g h t o f i n t e r m s o f e n g i n e e r i n g 
p r i n c i p l e s a n d a s h a v i n g o n l y e c o n o m i c m o t i v e s f o r w o r k . The o t h e r 
way of t h i n k i n g a b o u t w o r k o r g a n i s a t i o n h a s been c a l l e d t l i e "human 
r e l a t i o n s " s c h o o l a n d , Jn i t s e x t r e m e f o r m , r e g a r d s i n d u s t r i a l 
o r g a n i s a t i o n s a s s o c i a l o r g a n i s a t i o n s - i t c o n s i d e r s t h e a c t u a l j o b 
and the t e c h n o l o g y a s e x t r a n e o u s f a c t o r s . 
A b e t t e r w a y , f o l l o w e d by a nuiiW^er o f r e s e a r c h e r s w i t h i n t h e T a v i s t o c k 
I n s t i t u t e , i s to combine t h e two s c h o o l s o f t h o u g h t i n t o a 
s o c i o - t e c h n i c a 1 a p p r o a c h to t h e p r o b l e m o f o r g a n i s a t i o n a l a n a l y s i s . 
D a v i s ( 1 9 6 G ) s u p p o r t s v a n Beinum when he d e s c r i b e s f o u r m o d e l s o f 
i n d i v i d u a l - o r g ; m i s a t i o n a l r e l a t i o n s h i p s : -
l ) The o l d e s t i s t h e minimum i n t e r a c t i o n m o d e l i n w h i c h t h e r e i s 
m i n i m a l c o n n e c t i o n be tween the s k i l l s , t r a i n i n g and i n v o l v e m e n t o f 
the i n d i v i d u a l , and t h e f l e x i b i l i t y r e q u i r e d by t h e o r g a n i s a t i o n . 
The o r g a n i s j i t i o n t r i e s to r e d u c e i t s d e p e n d e n c e on t h e a v a i l a b i l i t y , 
a b i l i t i e s and m o t i v a t i o n o f i n d i v i d u a l s . 
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2) The w e l f a r e m o d e l . W i t h o u t d i s t u r b i n g j o b abd o r g a n i s a t i o n a l 
s t r u c t u r e s , i t a t t e m p t s to b u i l d e x t r a - r o l e and e x t r a - j o b 
a s s o c i a t i o n s a n d , h o p e f u l l y , g r e a t e r l o y a l t y t o t h e o r g a n i s a t i o n , 
3 ) L e a d e r s h i p and g r o u p s a r i s i n g o u t o f t h e Hav / thorne e x p e r i m e n t s . I t 
i s b a s e d on t h e s o c i a l s t a n d a r d s a n d norms i n g r o u p s anti t r i e s to 
h a r n e s s i n f o r m a l l e a d e r s and i n f o r m a l g r o u p i n g s f o r o r g a n i s a t i o n a l 
n e e d s , 
4 ) Tiie l a t e s t mode l i s a t t e m p t i n g t o d e v e l o p c o n g r u e n t r e l a t i o n s h i p s 
and c o m p a t a b i l i t y be tween t h e t e c h n o l o g i c a l , o r g a n i s a t i o n a l a n d 
i n d i v i d u a l n e e d s . 
b u r e a u c r a c i e s a r e d i s t i n g u i s h e d by t h e d e f i n i t i o n and d i s t r i b u t i o n c f 
o f f i c i a l d u t i e s and p o w e r s . F u r t h e r m o r e , a b u r e a u c r a c y e n s u r e s 
p e r m a n e n c e by k e e p i n g f i l e s and r e c o r d s - t!ie "know-hov;" s t a y s i n t h e 
o r g a n i s a t i o n and n o t i n the p e o p l e who may l e a v e . B u r e a u c r a c i e s h a v e 
a t t r a c t e d t h e a t t e n t i o n o f many r e s e a r c h e r s and v / r i t e r s a n d , b e c a u s e 
s l i i p s and s l i i n p i n g c o m p a n i e s have s o many f e a t u r e s o f b u r e a u c r a c y ( i n 
t h e c l a s s i c a l , n o t t l ie p e j o r a t i v e s e n s e ) , i t may be w o r t h d r a w i n g on 
the l i t e r a t u r e i n t h i s p a r t i c u l a r f i e l d . 
E t z i o n i ( 1 9 6 4 ) d e s c r i b e s the b u r e a u c r a t i c o r g a n i s a t i o n a s : -
( i ) a c o n t i n u o u s o r g a n i s a t i o n o f o f f i c i a l f u n c t i o n s bounded by r u l e s ; 
( i i ) s p e c i f i c s p h e r e s o f c o m p e t e n c e r e l a t e d t o o b l i g a t i o n s to p e r f o r m , 
r e q u i r e d a u t h o r i t y to c a r r y o u t t h e j o b , and t h e n e c e s s a r y means 
o f c o m p e l l i n g s u b o r d i n a t e s to do t h e i r j o b s ; 
( i i i ) o f f i c e s a r e o r g a n i s e d i n a h i e r a r c h y w i t h e a c h l o w e r o f f i c e u n d e r 
t h e d i r e c t c o n t r o l and s u p e r v i s i o n o f a h i g h e r one ; 
( i v ) a d m i n i s t r a t i v e a c t s , d e c i s i o n s and r u l e s a r e f o r m u l a t e d and 
r e c o r d e d i n w r i t i n g ; and 
( v ) commitments a r e to t h e o f f i c e or p o s i t i o n a n d n o t to t h e 
i n c u m b e n t . 
B e n n i s ( 1 9 6 6 ) f e e l s t h a t t h e c h i a r a c t e r i s t i c s o f b u r e a u c r a c y c a n be 
d i m e n s i o n a l i s e d and s p e c i f i c o r g a n i s a t i o n s c h e c k e d on e a c h d i m e n s i o n : -
a ) A d i v i s i o n o f l a b o u r b a s e d on f u n c t i o n a l s p e c i a l i s m s . 
b) The h i e r a r c h y of a u t h o r i t y , 
c ) The s y s t e m of r u l e s c o v e r i n g t h e r i g h t s and d u t i e s o f e m p l o y e e s . 
d) The syste;;; o f p r o c e d u r e s f o r d e a l i n g w i t h w o r k s i t u a t i o n s . 
e ) The i m p e r s o n a l i t y o f i n t e r p e r s o n a l r e l a t i o n s . 
B e n n i s and many o t h e r w r i t e r s p o i n t t o t h e w e a k n e s s e s a n d i n a d e q u a c i e s 
of b u r e a u c r a c i e s w i t l i i n t h i s modern w o r l d o f r a p i d c t i a n g e . T h e s e 
v . r i t e r s a t t a c k b u r e a u c r a c i e s f o r n o t a d e q u a t e l y a l l o w i n g f o r p e r s o n a l 
g r o w t h ; f o r d e v e l o p i n g c o n f o r m i t y a n d " g r o u p - t h i n k " ; f o r u s i n g 
o u t - d a t e d s y s t e m s o f c o n t r o l L - . ; f o r b e i n ; ; u n a b l e to a s s i m i l a t e nev/ 
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t e c h n o l o g i e s and s c i e n t i s t s ; f o r h a v i n g no means o f r e s o l v i n g c o n f l i c t 
between r a n k s and f u n c t i o n a l g r o u p s ; a n d f o r l i o l d i n g t o h i e r a r c h i c a l 
s t r u c t u r e s w h i c h d i s t o r t c o m m u n i c a t i o n s , 
Klerton ( 1 9 5 7 ) and B e n n i s ( l 9 G G ) a r e two o f many w r i t e r s who p o i n t 
out t h a t b u r e a u c r a c i e s may be i d e a l s y s t e m s f o r c o p i n g w i t h u n i f o r m 
t a s k s i n a s t a b l e e n v i r o n m e n t but t i i ey a r e u n a b l e to c o p e w i t h c h a n g e 
i n t e r n a l l y o r e x t e r n a l l y . T h e r e a r e a number o f f e a t u r e s o f t h e s h i p 
and s h i p p i n g company w h i c h make a b u r e a u c r a t i c s t r u c t u r e d e s i r a b l e ; 
i n i ) a r t i c u l a r , we c a n t h i n k o f the " r e p l a c e a b l e c o m p o n e n t s t r u c t u r e " 
of s h i p s ' manning s y s t e m s w i t h members of t h e c r e w i n any one s h i p 
t u r n i n g o v e r f a i r l y f r e q u e n t l y . S u c h f r e q u e n t r e p l a c e m e n t makes i t 
n e c e s s a r y to h a v e some r e c o r d i n g and r u l e s y s t e m to e n s u r e c o n t i n u i t y 
o f the v e n t u r e . But t h e r e may be o t t i e r f a c t o r s w h i c h make t h e b u r e a u -
c r a c y w h o l l y u n a c c e p t a b l e to r e c r u i t s now c o m i n g i n t o t h e s h i p p i n g 
i n d u s t r y and h e r e one c a n t h i n k o f t h e g e n e r a l v a l u e i n s o c i e t y o f 
p a r t i c i p a t i o n i n d e c i s i o n - m a k i n g a n d r e w a r d s . So f a r a s t l i e n e e d s o f 
the t e c h n o l o g y a r e c o n c e r n e d , the d e g r e e o f b u r e a u c r a c y w i t h i n t h e 
s h i p b o a r d and company o r g a n i s n t i o n s w i l l d e p e n d on t h e r a t e o f c h a n g e 
of t a s k s and s k i l l d e m a n d s . I n t u r n , t h i s r a t e o f c h a n g e w i l l h a v e to 
be v i e w e d a g a i n s t t h e r a t e o f l a b o u r t u r n o v e r . 
I n o t h e r w o r d s , i f , on a v e r a g e , men s t a y a t s e a f o r a b o u t e i g h t y e a r s 
we n e e d to know whether t h e i r t a s k s w i l l r e m a i n s t a b l e f o r t h a t l e n g t h 
oV t i m e o r w h e t l i e r t h e i r t a s k s w i l l c t i ange d r a s t i c a l l y w i t h i n a t i m e 
span a s s h o r t a s e i g h t y e a r s . F o r i f , m a r i n e t a s k s a r e c h a n g i n g 
' possible 
r e l a t i v e l y s l o w l y , i t i s t ) ^ e o r e t i c a l i y / \ to b r i n g i n new r e c r u i t s to 
meet the demands o f the new t e c h n o l o g y ; a w a s t e f u l s o l u t i o n i f i t 
makes men r e d u n d a n t b e f o r e t h e end o f t h e i r e i g h t y e a r s t a y a t s e a . 
T h i s w h o l e i s s u e i s f u r t h e r c o m p l i c a t e d by c u r r e n t f l e e t m a n n i n g 
methods u n d e r w h i c h men a r e s w i t c h e d f r o m s h i p t o s h i p w i t h i n a f l e e t 
v .h ich i t s e l f i s c h a n g i n g w^ith t i ie i n t r o d u c t i o n o f new s h i p t y p e s . 
T h e r e i s s t i l l a f u r t h e r p o i n t r e g a r d i n g b u r e a u c r a c i e s w h i c h n e e d s to 
be c o n s i d e r e d . L i t w a k ( 1 9 6 1 ) shows t h a t w h i l e b u r e a u c r a c i e s may be 
i d e a l f o r c o n t r o l J i n g t a s k s i n w h i c h t r a d i t i o n a l o c c u p a t i o n a l s k i l l s 
a r e r e q u i r e d , t h e y a r e i n e f f e c t i v e f o r t a s k s r e q u i r i n g s o c i a l s k i l l s . 
B e n n i s ( l 9 6 6 ) d i s t i n g u i s h e s be tween m e c h a n i s t i c ( b u r e a u c r a t i c ) and 
o r g a n i s m i c o r g a n i s a t i o n s . M c c h a n i s m i c o r g a n i s a t i o n s , he s a y s , s t r e s s 
cen t r a 1 i s ed d e c i s i o n - m a k i n g , a u t h o r i t y - o b e d i e n c e r e l a t i o n s h i p s , and 
c o n f 3 i c t r e s o l u t i o n t h r o u g h s u p p r e s s i o n and w a r f a r e . C r g a n i s m i c 
o r g a n i s a t i o n s , i n c o n t r a s t , s t r e s s m u t u a l c o n f i d e n c e a n d t r u s t , v; ide 
s h a r i n g o f c o n t r o l and r e s p o n s i b i l i t y , i n t e r d e p e n d e n c e s a n d c o n f l i c t 
r e s o l u t i o n t h r o u g h b a r g a i n i n g and p r o b l e m s o l v i n g . 
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The e f f i c i e n t c o n t r o l of a s h i p d e p e n d s on a p p r o p r i a t e s k i l l s and 
s t y l e s b e i n g u s e d i n t h e work ( t a s k ) a n d l i f e a r e a s . A b u r e a u c r a t i c 
s t r u c t u r e may be i d e a l f o r c o n t r o l l i n g s h i p b o a r d work b u t i t may 
n o t be a b l e to c o p e w i t h s h i p b o a r d l i f e . We may n e e d t o d e v e l o p an 
o r g a n i s m i c t y p e o f s t r u c t u r e f o r c o n t r o l l i n g t h e l i f e a r e a a n d , a l r e a d y 
i n m e r c h a n t s h i p s we s e e t h i s s t r u c t u i - e e m e r g i n g i n t h e " b a r 
c o m m i t t e e s " . M i l i t a r y s h i p s have l \ad "wardroom c o m m i t t e e s " e f f e c t i n g 
some d e g r e e o f c o n t r o l o v e r t h e " l i f e " a r e a f o r many , many y e a r s . 
B l a u ( l f )6'5) i n c o n s i d e r i n g t h e d y n a m i c s o f b u r e a u c r a c y f o c u s e s 
a t t e n t i o n on some of the e f f e c t s o f h i e r a r c h i c a l a u t h o r i t y one o f 
w h i c h may be o f c r u c i a l i m p o r t a n c e i n m e r c h a n t s h i p p i n g ^ i n f a c t , t h i s 
p a r t i c u l a r f e a t u r e may be one o f the m a i n w e a k n e s s e s i n s h i p p i n g 
c o m p a n i e s a s p r e s e n t l y s t r u c t u r e d , B l a u shov;s t h a t , w i t h i n a 
b u r e a u c r a c y w i t h s t r i c t h i e r a r c h i c a l s t r u c t u r e o f a u t h o r i t y , members 
need to h a v e a c c e s s to a s o u r c e o f i n f o r m a t i o n and h e l p o t h e r t h a n 
t h e i r i m m e d i a t e f i u p e r i o r s . 'iVhen f a c e d w i t h a p r o b l e m i n s u c h an 
o r g a n i s a t i o n p e o p l e f i n d i t e a s i e r and b e t t e r to turjn to a c o J . l e a g u e 
f o r i n f o r m a l a d v i c e r a t h e r t h a n e x p o s e t h e i r w e a k n e s s e s t o t l i e i r 
s u p e r i o r s . A s h o r e , t h i s i s a c h i e v e d by i n f o r m a l c h a t s v / i t h c o l l e a g \ i e s 
but^ w i t h i n most s h i p p i n g c o m p a n i e s t h e r e i s no m a c h i n e r y by w h i c h 
s i i i p s ' 
s e n i o r / o f f i c e r s c a n s e e k a d v i c e on a c o l l e g i a l b a s i s f r o m o t i i e r p e o p l e 
v / i t h i n the company . A l l c o m m u n i c a t i o n s move f r o m s h i p to s h o r e and 
none or v e r y few f r o m s h i p t o s h i p w i t h i n t h e same company ( e x c e p t 
i n f o r m a l c h a t s on t h e r a d i o t e l e p h o n e wi^en two s h i p s a r c w i t i \ i n r a d i o 
d i s t a n c e o f e a c h o t h e r ) . A i l k n o w J e d g e and e x p e r t e s e i s p e r c e i v e d a s 
l y i n g w i t h i n t h e company^s s h o r e o f f i c e a n d , a t t h e same t i m e , t h e 
k e e p e r s o f t h i s i n f o r m a t i o n - the m a r i n e and e n g i n e e r s u p e r i n t e n d e n t s -
a r e p e r c e i v e d as t h e s u p e r i o r s o f t h e s h i p s ' M a s t e r s and o f f i c e r s . '*'his 
means t h a t a M a s t e r , f o r e x a m p l e , h a s no way o f s e e k i n g a d v i c e w i t h o u t 
e x p o s i n g h i s d o u b t s or w e a k n e s s e s to i \ i s p e r c e i v e d s u p e r i o r s . One 
p a r t i c u l a r s h i p p i n g company h a s t a c k l e d t h i s p r o b l e m by s t r e s s i n g t h a t 
t h e s u p e r i n t e n d e n t s and s h i p s * o f f i c e r s a r e c o l l e a g u e s j o i n t l y 
c h a r g e d w i t h t h e e f f i c i e n t o p e r a t i o n o f t h e s h i p s . Some o t h e r c o n i p a n i e s | 
h o w e v e r , s t r e s s ( e x p l i c i t l y o r i m p l i c i t l y ) , t h e s u p e r i o r / s u b o r d i n a t e 
r e l a t i o n s h i p s b e t w e e n s h o r e s u p e r i n t e n d e n t s a n d s e a s t a f f . 
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L e a v i n g b u r e a u c r a c i e s a s i d e , we c a n t u r n to o t h e r m o d e l s d e v e l o p e d 
f o r o r g a n i s a t i o n a l a n a l y s i s p u r p o s e s , 
L i k e r t ( 1 9 6 7 ) , f o r e x a m p l e , e x a m i n e s o r g a n i s a t i o n s t h r o u g h " v a r i a b l e s " 
w h i c h he g r o u p s i n t h r e e c l a s s e s ; -
- c a u s a l v a r i a b l e s s u c h a s p o l i c i e s , d e c i s i o n s , l e a d e r s h i p s t r a t e g i e s , 
e t c , a l l of w h i c h c a n be d i r e c t l y c o n t r o l l e d by 
management . 
- i n t e r v e n i n g v a r i a b l e s s u c h a s l o y a l t i e s , a t t i t u d e s , m o t i v a t i o n s , e t c , 
a l l o f w h i c h r e f l e c t t h e i n t e r n a l s t a t e a n d h e a l t h 
o f t h e o r g a n i s a t i o n . 
- end r e s u l t v a r i a b l e s s u c h a s p r o d u c t i v i t y , c o s t s , e t c w h i c h a r e 
d e p e n d e n t upon t h e two p r e v i o u s s e t s o f v a r i a b l e s . 
L i k e r t h o l d s t h a t a l l t h e a c t i v i t i e s o f any e n t e r p r i s e a r e i n i t i a t e d 
and d e t e r m i n e d by t h e p e o p l e who make up t h a t o r g a n i s a t i o n a n d , t h e r e -
f o r e , we s h o u l d c o n c e n t r a t e on t h e i n t e r v e n i n g v a r i a b l e s a s t h e most 
c r u c i a l f a c t o r s a f f e c t i n g o r g a n i s a t i o n a l e f f e c t i v e n e s s . Me d e v e l o p s 
f o u r sysr ,ems of management f r o m t h e h i g h l y m e c h a n i s t i c , b u r e a u c r a t i c 
S y s t e m 1 to t h e more s u p p o r t i v e , o r g a n i s t i c S y s t e m 4 a n d s u g g e s t s t h a t 
a l l o r g a n i s a t i o n s s h o u l d move to S y s t e m 4 . 
L i k e r t h o l d s t h a t money i s n o t t h e o n l y n o r i s i t t h e p r i m e r e s o u r c e 
i n an o r g a n i s a t i o n - a t t i t u d e s , m o t i v a t i o n s and s k i l l s o f the p e o p l e 
a r c a n o t h e r i m p o r t a n t r e s o u r c e and a l l t o o o f t e n , he c l a i m s , m a n a g e r s 
o b t a j n t h . e i r s h o r t - t e r m p r o d u c t i o n g o a l s by l i q u i d a t i n g t h e i r human 
r e s o u r c e s . B e c a u s e p e o p l e a r e o f s u c h i m p o r t a n c e he s u g g e s t s t h a t 
c o m p a n i e s m e a s u r e , c o n t r o l and r e c o r d t h e l e v e l o f human r e s o u r c e s 
j u s t a s f i n a n c i a l r e s o u r c e s a r e m e a s u r e d and r e c o r d e d . I n t h e a b s e n c e 
of s u c h hum.an r e s o u r c e b a l a n c e s h e e t s he c l a i m s t h a t t o p management 
makes d e c i s i o n s on f i n a n c i a l b a l a n c e s h e e t s w h i c h r e f l e c t h a l f o r l e s s 
o f t h e c o m p a n y ' s t o t a l r e s o u r c e s . 
March ."vt Simon ( 1 9 5 8 ) b a s e t h e i r t h e o r y on o r g a n i s a t i o n a l e q u i l i b r i u m 
s temming from m o t i v a t i o n : -
1) An o r g a n i s a t i o n i s a s y s t e m of i n t e r - r e l a t e d b e i t a v i o u r s o f t h e 
p a r t i c i p a n t s . 
2 ) E a c h p a r t i c i p a n t and g r o u p of p a r t i c i p a n t s r e c e i v e s i n d u c e m e n t s i n 
r e t u r n f o r t h e i r c o n t r i b u t i o n to t h e o r g a n i s a t i o n . 
3 ) E a c h p a r t i c i p a n t w i l l r e m a i i i i n t h e o r g a n i s a t i o n so l o n g a s t h e 
i n d u c e m e n t he r e c e i v e s i s a s g r e a t o r g r e a t e r ( m e a s u r e d i n h_is 
t e r m s ) t i i an t h e c o n t r i b u t i o n s he i s e x p e c t e d to m a k e , ' f o r g e r s e n ( 1 069 J 
b a s e s h i s c o n c e p t of o r g a n i s a t i o n s on t h i s saiue p o i n t , 
4 ) The c o i \ t r i b u t i o n s f r o m t h e p a r t i c i p a n t s a r e t h e s o u r c e s f r o m w h i c h 
the o r g a n i s a t i o n m a n u f a c t u r e s t h e induce: : - . ents . 
5 ) I i e n c e an o r g a n i s a t i o n c a n s u r v i v e o n l y so l o n g a s t i i e c o n t r i b u t i o n s 
a r e s u f f i c i e n t to p r o v i d e s u f f i c i e n t j n d u c e m e n t s . i 
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R o l e s 
A v e r y u s e f u l mode l f o r o r g a n i s a t i o n a l p u r p o s e s ( a n d f o r u n d e r s t a n d i n g 
i n d i v i d u a l b e h a v i o u r w i t h i n o r g a n i s a t i o n s ) s t e m s f r o m t h e w o r k o f 
Kahn e t a l ( 1 3 6 4 ) who v i e w t h e o r g a n i s a t i o n a s a s e t o f i n t e r - r e l a t e d 
" o f f i c e s " and the b e h a v i o u r o f t h e o f f i c e o c c u p a n t a s h i s " ' r o l e " . 
An " o f f i c e " d e f i n e s one p o s i t i o n i n t e r m s o f i t s r e l a t i o n s h i p to o t h e r 
o f f i c e s and to t h e s y s t e m a s a w h o l e . A s s o c i a t e d v^ith e a c h o f f i c e i s 
a s e t of a c t i v i t i e s w h i c h a r e d e f i n e d a s p o t e n t i a l b e h a v i o u r s , ThtCse 
a c t i v i t i e s c o n s t i t u t e t i i e r o l e to be p e r f o r m e d by t h e o f f i c e o c c u p a n t . 
An i n d i v i d u a l ' s r o l e s e t a r e the o c c u p a n t s o f o t h e r o f f i c e s w i t h whom 
he i s a s s o c i a t e d , u s u a l l y a d j a c e n t to h i m i n t h e work f l o w o r i n t h e 
h i e r a r c h i c a l s t r u c t u r e b u t , so f a r a s t h e y a f f e c t h i s j o b , l i i s w i f e 
and c l o s e f r i e n d s c o u l d be members of h i s r o l e s e t . 
A l l members i n a p e r s o n ' s r o l e s e t depend on h i s p e r f o r m a n c e i n some 
v/ay; t h e y d e v e l o p a s e t of b e l i e f s and a t t i t u d e s a b o u t w h a t he s h o u l d 
and s h o u l d no t do a s p a r t of h i s r o l e . T h e s e a r e h i s r o l e e x p e c t a t i o n s , 
) ] i 3 " s e n t r o l e " a r e t h e co ir .municated e x p e c t a t i o n s o f how he s h o u l d 
p e r f o r m his r o l e and a r e s e n t to him e i t h e r d i r e c t l y o r i n d i r e c t l y * 
The a c t s o f r o J e s e n d i n g a r e n o t m e r e l y i n f o r m a t i o n a l , t h e y a r e 
a t t e m p t s to i n f l u e n c e b e i i a v i o u r and t h e r*ole p r e s s u r t * ? t h u s c a u s e d may 
v a r y i n s t r e n g t h , s i g n a n d i n t e n s i t y * 
H o l e f o r c e i s a r o u s e d i n a p e r s o n when he c o n v e r t s the s e n t r o l e i n t o 
a r e c e i v e d r o l e and d e p e n d s upon h i s e x p e c t a t i o n s and p e r c e p t i o n s . 
H o l e f o r c e s and r o l e p r e s s u r e s a r e n o t t h e o n l y d e t e r m i n a n t s o f 
b e h a v i o u r f o r e a c h p e r s o n h a s h i s own i n t e r n a l s o u r c e s o f m o t i v a t i o n 
and h i s own o c c u p a t i o n a l s e 1 f - i d e n t i t y . 
R o l e c o n f l i c t i s when h i s r o l e s e n d e r s e x e r t p r e s s u r e s on i i im t o w a r d s 
d j . f f e r c n t ( a n d c o n f l i c t i n g ) t y p e s of b e h a v i o u r ^ r o l e o v e r l o a d i s 
e x p e r i e n c e d when i t i s v i r t u a l l y i m p o s s i b l e f o r t h e p e r s o n to c a r r y ou t 
a l l t h a t i s r e q u i r e d o f h im i n t h e t i m e a l l o c a t e d ; w h i l e r o l e a m b i g u i t y 
c a n a r i s e f r o m l a c k o f a g r e e m e n t be tween h i s r o l e s e n d e r s or f r o m 
i n s u f f i c i e n t i n f o r m a t i o n on how he i s e x p e c t e d to pe i^forni . 
The g r e j ^ t e r t h e a n i b i g u i t y and c o n f l i c t , t i i e g r e a t e r t h e t e n s i o n 
e x p e r i e n c e d , but p e r s o n a l i t y d i f f e r e n c e s mus t be t a k e n i n t o a c c o u n t . 
The i d e n t i f i e d e f f e c t s o f r o l e c o n f l i c t a r e : - i n c r e a s e d t e n s i o n : 
i n c r e a s e d f e e l i n g of f u t i l i t y ; r e d u c t i o n i n s e l f - c o n f i d e n c e ; d e c r e a s e 
i n j o b s a t i s f a c t i o n ; r e d u c e d t r u s t i n and r e s p e c t f o r :5enders; and 
r e d u c e d l i k i n g f o r and c oi;:rT;un i c a t i o n w i t h r o l e s e n d e r s . 
R i z z o e t a l ( 1 S 7 0 ) r e p o r t f u r t l i c r r e s e a r c h i n t o the e i f e c t s o f r o l e 
c o n f l i c t and a m b i g u i t y a n d , i n g e n e r a l , c o n f i r m and q u a n t i f y lCa i in \ s 
u i. m e n s i 0 n s a n ri f e;11 u r e s , 
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]:: f f ec t i v e n e s s v e r s u s . iurv i v a 1 
T h e r e i s soine c o n f u s i o n i n t i ie J . i t e r a t u r o o f o r g a n i s a t i o n s on the 
p r e c i s e m e a n i n g s of " e f f ec t i v ^ n c s s ^ ' and " s ^ u r v i v a l " . I n some c a s e s 
one f i n d s e f f e c t i v e n e s s e-^uatcd to e f f i c i e n c y a n d m e a s u r e d e i t h e r i n 
t e r m s o f c o s t s or i n i ^ a t i o s of i n p u t s to o u t p u t s . T h e w o r d " s u r v i v a l " 
means c o n t i n u e d e x i s t e n c e a n d , y e t , t h i s i s n o t the m e a n i n g i m p l i e d 
by some of t i i e w r i t e r s . T h u s , f o r p u r p o s e s o f t h i s r e v i e w ^ we s ! i a l l 
t a k e " e f f e c t i v e n e s s " to mean t i i o s e a c t i o n s r e l a t e d t o t h e optimum 
u s e of r e s o u r c e s and c o n t r i b u t i n g to t h e l o n g - t e r m - e x i s t e r . c e o f t l ie 
f i r m , " o u r v i v a l " a c t i o n s we s h a l l t a k e a s t i i o s e r e l a t e d t o t h e s h o r t -
t e r m a c h i e v e m e n t of some g o a l or o t h e r w h i c h a c t i o n s m a y , i n c e r t a i n 
c i r c u m s t a n c e s , t h r o t i t e n t h e c o n t i n u e d e x i s t e n c e o f t h e f i r m . Good 
d i s t i n c t i o i i s be tween " s u r v i v a l " and " e i ' f e c t i v e n e s s " c a n be f o u n d i n 
R e d d i n ( l 9 7 0 ) a n d , r e i n t e r p r e t i n g h i s w o r k w i t h i n a s h i p p i n g c o n t e x t , 
we would f i n d a " s u r v i v a l " M a s t e r s a y i n g to h i m s e l f " I am. r e s p o n s i b l e 
f o r g e t t i n g t h i s s h i p and c a r g o f r o m /v to B" w h e r e a s t i»e " e f f e c t i v e " 
M a s t e r would s a y " l am r e s p o n s i b l e f o r i m p r o v i n g t l i e e f f i c i e n c y o f t h i s 
s h i p i n c a r r y i n g t h a t c a r g o f r o m A to 3" . 
Th. i s l a s t e x a m p l e - o f i m p r o v i n g e f f i c i e n c y - l e a d s on to L i k e r t ( n J o 7 ) 
who f e e l s t l i a t b e t t e r than i n t e r p e r s o n a l c o m p e t i t i o n f o r r e w a r d s i s 
i n t e r n a l gj^oup c o m p e t i t i o n w i t l i i t s p a s t r e c o r d o r w i t h a g o a l i t i i a s 
s e t i t s e l f . T h i s a p p r o a c h , i n t u r n , l e a d s t o t h e c u r r e n t l y f a s h i o n a b l e 
•'Management by O b j e c t i v e s " , a c o n t r o l and r e w a r d s y s t e m w h i c h h a s n o t . 
t o d a t e , been e f f e c t i v e l y a p p l i e d , to s h i p p i n g a n d s e a f a r e r s . S u p p o r t e r s 
o f m . b . o . sc l i emes b e l i e v e t h a t o b j e c t i v e s c a n be r e l a t e d to t h e 
p r e v i o u s p e r f o r m a n c e o f the s h i p vv 'h i le o p p o n e n t s s a y t h a t t h e h i g h 
number o f u n c o n t r o l l a b l e , e x t e r n a l v a r i a b l e s ( e . g . w e a t h e r , dock l a b o u r 
u n i ' c s t , e t c ) make s u c h o b j e c t i v e s i m p o s s i b l e a t s e a . 
b i k e r t ( 1 9 6 1 ) l a i d down some o f t h e p r o p e r t i e s o f h i g h l y e f f e c t i v e 
g r o u p s : -
1) The mci::bers a r e s k i l l e d i n t h e v a r i o u s l e a d e r s h i p and m e m b e r s l i i p 
r o l e s . 
2) The g r o u p l i a s been i n e x i s t e n c e J.ong enough f o r r e l a x e d w o r k i n g 
r e l a t i o n s h i p s to d e v e l o p b e t w e e n t h e m e m b e r s , 
7i) Tiie members a r e a t t r a c t e d to t i i e g r o u p one t o i t s l e a d e r , 
4 ) The members h a v e a h i g h d e g r e e o f t r u s t and c o n f i d e n c e i n e a c h 
o t h e r , 
.'5) The v a l u e s and g o a l s o f t h e g r o u p h a v e been s h a p e d by t h e members 
o f t h e g r o u p and e x p r e s s an i n t e g r a t e d v i e w « 
6) Members p e r f o r m i n g " l i n k i n g " f u n c t i o n s b e t w e e n v a r i o u s g r o u p s a r e 
a b l e to keep the v a l u e s o f t h e l i n k e d g r o u p s i n harmony* 
7 ) The members o f t h e g r o u p a r e h i g h l y m o t i v a t e d to a b i d e by t h e 
m a j o r v a l u e s and to a c l i i e v e t h e i : : i p o r t a n t g o a l s o f t h e g r o u p . 
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8) A l l i n t e r a c t i o n , p r o b l e u i - G o . l v i n : ^ , anci dec i s ion-ma 1; i n j ; t a k e s p l a c e 
i n a St,! p p o r t i v e a t m o s p h e r e , 
9) The g r o u p i s e a g e r t o h e l p e a c h member d e v e l o p t o h i s f u l l 
p o t e n t i a l s 
10} l^ach member a c c e p t s w i l l i n g l y t h e g o a l s anci e x p e c t a t i o n s t h a t he 
:^n(S t h e g r o u p e s t a b l i s h e d f o r t h e m s e l v e s . 
11) T h e r e a r e s t r u n g m o t i v a t i o n s t o c o m m u n i c a t e f r e e l y w i t h e a c h o t h o r , 
and t o r e c e i v e i n f o r m a t i o n , 
12) A f e e l j n v / o f s e c u r i t y i s e x p e r i e n c e d by e a c h member a n d by t h e 
v/hole g r o u p . 
The l i s t i s r a t h e r U t o p i a n b u t i t s use may l i e i n d i m c n s i o n a l i s i n g 
each f e a t u r e and t h e n c h e c k i n g t h e f e a t u r e s o f any p a r t i c u l a r 
o r i ^ a n i s a t i o n a l o n g each d i m e n s i o n . Such w o r k may h i g h l i g h t w h e r e 
v:Imngc e f f o r t o u g l i t t o be d i r e c t e d . 
J o h n s o n e t 1 ( i 0 6 o ) d e s c r i b e t h e c h a r a c t e r i s t i c s o f e f f e c t i v e 
o r g a n i s a t i o n a l s y s t e m s i n t e r m s o f s i m p l i c i t y , f l e x i b i l i t y , r e l i a b i l i t y 
economy and a c c e ' i t a b i l i t y . The f i n a l p o i n t h a s some i m p o r t a n c e i n 
s h i p p i n g ( a n d i n a l l o t h e r i n d u s t r i e s , f o r t h a t m a t t e r ) f o r i t i s 
^^'orthlC:5S d e v i s i n g a s y s t e m w h i c h i s u n a c c e p t a b l e t o t h e p e o p l e \vho 
have t o o p e r a t e i t . i-cr e x a m p l e ^ was any p r e p a r a t o r y r e s c a r c l i done on 
t h e d e g r e e o f a c c e p t a b i l i t y o f g e n e r a l - p u r p o s e m a n n i n g s y s t e m s b e f o r e 
t h e y w e r e i n t r o d u c e d i n t o s h i p s ? 
M c Gregor ( 1 0 6 7 ) , v a n l i e i n u m (l:;G5) and D a v i s ( 1 9 6 0 ) a r e i n g e n e r a l 
a g r e e m e n t v.iien t l i c y s e t t l i e c o n d i t i o n s f o i ' i m p r o v i n g o r g a n i s a t i o n a 1 
c f f e c t i v e n e s s ; -
1) I n each s u b - s y s t e m t h e r e n e e d s t o be m e a n i n g f u l t a s k s f o r i n d i v i d u a l 
a nd f o r t h e g r o u p t o g e t h e r w i u h o p p o r t u n i t i e s f o r l e a r n i n g , 
d e v e l o p i n g a nd b \ ; i l d i n g c o h e s i v e t e a m s . 
2 ) T h e r e n e e d s t o be s e l f - c o n t r o l and s e l f - r e g u l a t i o n i n e a c h s u b s y - ^ s m 
w i t h i n t h e l i m i t s s e t by t h e t e c h n o l o g y o r n a t u r e o f w o r k . 
L e a d e r s h i p s h o u l d be v a r i e d a c c o r d i n g t o t h e t e c h n o l o g y a n d n a t u r e 
o f t h e t a s k b u t w i t h s u p p o r t i v e r a t h e r t h a n d i r e c t i v e s u p e r v i s i o n . 
^ ) C o n d i t i o n s s h o - j l d be s u c h t h a t e a c h member can a c h i e v e h i s own g o a l s , 
V a r i o u s w r i t e r s s u g g e s t t h a t m a n a g e r i a l e f f e c t i v e n e s s i s r e l a t e d t o 
p r o p e r use oJ^ t i m e and t h a t , f o r t h e f u t u r e , jp.anagers w i l l n e e d t o 
d e v e l o p a s c i e n t i f i c r a t h e r t h a r i a b u s i n e s s e t h o s i . e . t o q u e s t i o n a nd 
be i i u e s t i o n e d , t o i n v e s t i g a t e , a nd t o d e f e n d s c i e n t i f i c a l l y . 
F i n a l l y , t i i e s u r v i v a l - e f f e c t i v e n e s s i s s u e h a s a b e a r i r i g on t h e t y p e s 
o f p e o p l e we need t o r e c r u i t f o r t h e f u t u r e . F rom a " s u r v i v a l ' ' a s p e c t 
we w o u l d c o n t i n u e t o r e c r u i t au t ! i o r i t a r i a n t y p e s j f o r s u c h pei-sona l i t l e s -
a r e m a t c h e d t o t h e r o l e s w i t h i n c o n v e n t i o n a l l y inanned s h i p s , Dut as 
H a r v e y ( 1 367 ) has shov^n, a u t h o r i t a r i a n i s m i s a s s o c i a t e d w i t h c o g n i t i v e 
r i g i d i t y a n d , t h u s , f r o m an - ' e f r c c t i v e " ( l o n g r - t c r m ) a s p e c t we -may n e e d 
t o r e j e c t s u c h a u t h o r i t a r i a n t y p e s a nd r e c r u i t men m o r e a b l e t o cope 
w i t h c h a n g e . i 
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Power and CompXiunce 
A l t h o u g h i t has been f a u l t e c i by o t h e r a n a l y s t s on t h e g r o u n d s t h a t 
many i m p o r t a n t f e a t u r e s ( e . y , t h e t e c h n o l o g y a n d t h e e f f e c t s o f t h e 
e x t e r n a l e n v i r o n m e n t ) have been o m i t t e d , E t z i o n i ( 1 9 6 1 ) p u t s f o r w a r d 
a m o d e l f o r t h e c o m p a r a t i v e a n a l y s i s o f o r g a n i s a t i o n s b a s e d on t h e 
p o v / e r / c o m p l i a n c e s t r u c t u r e . 
C o m p l i a n c e i s t h e r e l a t i o n s h i p betv;een power a n d i n v o l v e m e n t i . e . i t 
i s t h e r e l a t i o n s h i p b e t w e e n t h e manner i n w h i c h a p e r s o n b e h a v e s u n d e r 
a d i r e c t i v e s u p p o r t e d by a n o t h e r p e r s o n ' s power a n d h i s o r i e n t a t i o n t o 
t h e f o r m o f power a p p l i e d . T h e r e a r e t h r e e f o r m s o f p o w e r - c o e r c i v e , 
r e m u n e r a t i v e a nd n o r m a t i v e - and t h r e e t y p e s o f i n v o l v e m e n t -
^ d l i e n a t i v c , c a l c u l a t i v e a n d m o r a l . 
O r g a n i s a t i o n s c an be g r o u p e d a c c o r d i n g t o t h e i r p r e d o m i a n t c o m p l i a n c e 
p a t t e r n s ; -
1) P r e d o m i n a n t l y c o e r c i v e e.g. p r i s o n s , c o n c e n t r a t i o n c a m p s , e t c . 
2) P r e d o m i n a n t l y u t i l i t a r i a n e .g. i n d u s t r i e s , u n i o n s , e t c . 
3) P r e d o m i n a n t l y n o r m a t i v e e.g. r e l i g i o u s i n s t i t u t i o n s , u n i v e r s i t i e s , et 
4 ) D u a l s t r u c t u r e s : -
N c r m a t i v e « c o e r c i v e : c o m b a t u n i t s , 
i J t i l i t a r i a n - n o r m a t i v e : t r a d e u n i o n s ^ 
U t i l i t a r i a n - c o e r c i v e i some f a r m s , s h i p S p company t o w n s . 
G o a l s a r e f u t u r e s t a t e s o f a f f a i r s t o w a r d s w h i c h t h e o r g a n i s a t i o n i s 
o r i e n t e d , b'uch g o a l s may be o r d e r , e c o n o m i c o r c u l t u r a l . O r g a n i s a t i o n s 
w i t h o r d e r g o a l s t e n d t o h a v e c o e r c i v e c o m p l i a n c e s t r u c t u r e s ; t h o s e 
w i t h e c o n o m i c g o a l s h a v e u t i l i t a r i a n c o m p l i a n c e s t r u c t u r e s ; a n d t h o s e 
w i t h c u i t u r c - . l g o a l s h a v e n o r m a t i v e c o m p l i a n c e s t r u c t u r e s . 
I n c o e r c i v e o r g a n i s a t i o n s t h e r e t e n d s t o be a s p l i t betv/een h i g h e r a nd 
l o w e r e l i t e s w i t h s h a r p b o u n d a r i e s b e t w e e n t!»e t w o w h e r e a s , i n 
n o r m a t i v e o r g a n i s a t i o n s , t h e r e a r e f e w b o u n d a r i e s b e t w e e n h i g h e r and 
l o w e r e l i t e s and t h e o r g a n i s a t i o n t e n d s t o be h i g h l y i n t e g r a t e d . I n 
u t i l i t a r i a n o r g a n i s a t i o n s , a l i e n a t e d e m p l o y e e s move away f r o m t h e u p p e r 
e l i t e a n d d e v e l o p t h e i r own e x p r e s s i v e l e a d e r s h i p w h i l e c o m m i t e d 
e m p l o y e e s a r e l e s s s e g r e g a t e d f r o m t h e h i g h e r e l i t e s . 
C o n s e n s u s i s h i g h e s t i n n o r m a t i v e a n d l o w e s t i n c o e r c i v e o r g a n i s a t i o n s 
Many i n t e r - r a n k c o E r . m u n i c a t i o n b l o c k s e x i s t i n c o e r c i v e o r g a n i s a t i o n s 
w h i l e f e w e x i s t i n n o r m a t i v e o r g a n i s a t i o n s . H o r i z o n t a l e x p r e s s i v e 
c o m m u n i c a t i o n s a r e e m p h a s i s e d i n c o e r c i v e o r g a n i s a t i o n s w h i l e v e r t i c a l 
i n s t r u m e n t a l c o m m u n i c a t i o n i s e s s e n t i a l f o r e f f e c t i v e o p e r a t i o n i n 
u t i l i t a r i a n o r g a n i s a t i o n s . 
No s o c i a l i s a t i o n c a n be a c h i e v e d by t h e o r g a n i s a t i o n w i t h i n t h e 
c o e r c i v e o r g a n i s a t : i o n ; i n t e r n a l soci<*. l i s q t i o n i s h i g h e s t i n t h e 
n o r m a t i v e o r g a n i s a t i o n ; and u t i l i t a r i a n o r g a n i s a t i o n s r e l y on o u t s i d e 
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The O r g a n i s a t i o n as an "Open S y s t e m " 
J o r d a n ( 1 9 6 S ) d e f i n e s a s y s t e m as a s e t o f e l e m e n t s t h a t a r e 
c o n n e c t e d t o e a c h o t h e r by a t l e a s t one d i s c r i m i n a b l e , d i s t i n g u i s h i n g 
p r i n c i p l e . U s i n g s t r u c t u r a l t o mean t h a t t h e s y s t e m c a n be s e e n , 
m e a s u r e d o r drav;n on a map; m e c h a n i c a l t o mean t h a t one p a r t c a n be 
c u t , a l t e r e d o r r e m o v e d w i t h o u t a f f e c t i n g t h e r e l a t i o n s h i p b e t w e e n t h e 
r e s t o f t h e s y s t e m and o r g a n i s m i c t o mean t h a t i f one p a r t i s r e m o v e d 
o r a l t e r e d t h e r e l a t i o n s h i p b e t w e e n t h e r e m a i n i n g p a r t s w i l l be c h a n g e d ; 
J o r d a n c l a s s i f i e s s y s t e m s as f o l l o w s : -
1) S t r u c t u r a l , p u r p o s i v e , m e c h a n i c a l e.g» a r o a d n e t w o r k 
2 ) S t r u c t u r a l , p u r p o s i v e , o r g a n i s m i c e^ g. a s u s p e n s i o n b r i d g e 
3) S t r u c t u r a l , n o n - p u r p o s i v e , m e c h a n i c a l e.g. a m o u n t a i n r a n g e 
4 ) S t r u c t u r a l , n o n - p u r p o s i v e , o r g a n i s m i c e.g. a b u b b l e . 
5) F u n c t i o n a l , p u r p o . ^ i v e , m e c h a n i c a l e^go a p r o d u c t i o n l i n e 
6) F u n c t i o n a l , p u r p o s i v e , o r g a n i s m i c e.g. a l i v i n g o r g a n i s m 
7) F u n c t i o n a l , n o n - p u r p o s i v e , m e c h a n i c a l e.g. f l o w i n g w a t e r i n a r i v e r . 
8) F u n c t i o n a l , n o n - p u r p o s i v e , o r g a n i s m i c e.g. an a t o m . 
J o h n s o n e t a l ( 1 9 6 3 ) t a k e a d i f f e r e n t v i e w and p u t f o r w a r d a h i e r a r c h y 
o f s y s t e m s : -
1) The s t a t i c s t r u c t u r e - t h e i n a n i m a t e o b j e c t o r s t r u c t u r e . 
2 ) Tlie s i m p l e , dynam.ic s y s t e m w i t h p r e d e t e r m i n e d , n e c e s s a r y m o t i o n s 
e.g. a t t h e l e v e l o f c l o c k w o r k , p r e c i s e a nd p r e d i c t a b l e . 
3) The c o n t r o l o f c y b e r n e t i c s y s t e m e.g. t h e t h e r m o s t a t \ v h i c ! i , i n 
a d d i t i o n t o h a v i n g t h e c h a r a c t e r i s t i c s o f s y s t e m 2 ) ^ m u s t be a b l e 
t o i n t e r p r e t and a c t upon i n f o r m a t i o n f r o m t h e e n v i r o n m e n t . 
4 ) The open s y s t e m o r s e l f - : n a i n t a i n i n g s t r u c t u r e e . g . t\\o s i m p l e 
l i v i n g c e l l o 
5) The g e n e t i c - s o c i e t a l l e v e l o f t h e l i v i n g p l a n t . 
6) The a n i m a l l e v e l w i t h i n c r e a s e d m o b i l i t y , b e h a v i o u r a l p a t t e r n s a n d 
s e 1 f - a v; a r e n e s s. 
7) The human l e v e l w h i c h h a s , i n a d d i t i o n t o t h e a n i m a l c h a r a c t e r i s t i c s , 
s e l f - c o n s c i o u s n e s s and s e l f - r e f l e c t i v e p r o p e r t i e s . 
6) The l e v e l o f s o c i a l o r g a n i s a t i o n s , v a l u e s y s t e m s , c u l t u r e , e t c * 
9) The u n k n o w a b l e s . 
A l t h o u g h S i l v e r m a n ( 1 9 7 0 ) and o t h e r s r e j e c t t h e s y s t e m s a p p r o a c h on t h e 
g r o u n d s t h a t r e i f i c a t i o n a nd h o l i s m a r e i n v a l i d c o n c e p t s , t h e s y s t e m s 
a p p r o a c h n e v e r t h e l e s s h a s f i t r o n g s u p p o r t e r s a n d h e l p s u s t o d e v e l o p 
g e n e r a l t h e o r i e s a b o u t o r g a n i s a t i o n s a nd o r g a n i s a j i i o n a l b e h a v i o u r . 
One o f t h e many r e a s o n s f o r s u p p o r t i n g t h e s y s t e m s a p p r o a c h comes f r o m 
an e x a m i n a t i o n o f t h e r e l a t i o n s h i p b e t w e e n o r g a n i s a t i o n s ( e . g . c o m p a n i e 
and t h e e n v i r o n m e n t i n w h i c h t h e y a r e i m b e d d e d . Many w r i t e r s , i n c l u d i n g 
M c G r e g o r ( 1 9 6 7 ) ^ v i e w i n d u s t r i a l o r g a n i s a t i o n s as o p e n , o r g a n i c 
s o c i o - t e c h n i c a i s y s t e m s w h i c h e n g a g e i n t r a n s a c t i o n s w i t h l a r g e r systems! 
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Y e a r s ago when t h e r e may h a v e been more s t a b i l i t y t h a n t h e r e i s t o d a y 
and v/lien o r g a n i s a t i o n s may h a v e been a b l e t o r e g u l a t e , t o some d e g r e e , 
t h c i i r t r a n s i i C t i o n s w i t h , t h e e n v i r o n m e n t , a s y s t e m s a p p r o a c h may n o t 
h a v e been n e c e s s a r y f o r t h e u n d e r s t a n d i n g o f o r g a n i s a t i o n a l b e h a v i o u r 
b u t , today., t h e e n v i r o n m e n t i s c h a n g i n g so r a p i d l y t h a t a s y s t e m s 
a p p r o a c h w h i c h assumes t h e o r g a n i s a t i o n c a n e x i s t i n i t s e l f ( r e i f i c a t i o i 
a n d t h a t t h e w h o l e i s g r e a t e r t h a n t h e sum o f i t s p a r t s ( h o l i s m ) i s 
r e q u i r e d . Emery 8i T r i s t ( l 9 6 5 ) d r a w a t t e n t i o n t o t h e f o u r t y p e s o f 
c a u s a l t e x t u r e ( f i e l d s ) i n w h i c h o r g a n i s a t i o n s a r e i m b e d d e d : -
1) The p l a c i d , r a n d o m i s e d e n v i r o n m e n t . 
2) The p l a c i d , c l u s t e r e d e n v i r o n m e n t w h e r e s u r v i v a l b ecomes c r i t i c a l l y 
l i n k e d w i t h w h a t t h e e n t e r p r i s e knows o f i t s e n v i r o n m e n t . 
3) The d i s t u r b e d , r e a c t i v e e n v i r o n m e n t w h e r e t h e e x i s t e n c e o f a number 
o f s i m i l a r o r g a n i s a t i o n s i n t h e f i e l d r a i s e s t h e p r o b l e m o f 
c o m p e t i t o r s t o be a f f e c t e d and a f f e c t i n g o n e s e l f . 
4 ) T u r b u l e n t f i e l d s w h e r e t h e r e i s a g r o s s i n c r e a s e i n t h e a r e a o f 
r e l a t i v e u n c t : r t a i n t y . To meet t h i s p r o b l e m , t h e r e m u s t be t h e 
e m e r g e n c e o f v a l u e s w h i c h n a v e an o v e r - r i d i n g s i g n i f i c a n c e f o r 
a l l members o f t h e f i e l d . T u r b u l e n t f i e l d s r e q u i r e o r g a n i s a t i o n a l 
m a t r i c e s r a t h e r t h a n h i e r a r c h i e s , 
J o h n s o n e t a l ( 1 9 6 3 ) d e f i n e t h e o r g a n i s a t i o n as an a s s e m b l a g e o f p e o p l e 
m a t e r i a l s and m a c h i n e s and o t h e r r e s o u r c e s g e a r e d t o t a s k a c c o m p l i s h -
ment t h r o u g h a s e r i e s o f i n t e r a c t i o n s a n d i n t e g r a t e d i n t o a s o c i a l 
s y s t e m . They c l a i m t h a t t h e t h r e e m a j o r s y s t e m s o f p a r a m o u n t 
i m p o r t a n c e f o r any b u s i n e s s o r g a n i s a t i o n a r e : -
1) The e n v i r o n m e n t a l s y s t e m - t h e b r o a d s o c i a l , c u l t u r a l , p o l i t i c a l a n d 
e c o n o m i c p a r a m e t e r s w i t h i n w h i c h t h e 
b u s i n e s s m u s t o p e r a t e . 
2 ) The c o m p e t i t i v e s y s t e m - t h e i n d u s t r i a l s t r u c t u r e , c o m p e t i t i v e 
r e l a t i o n s h i p s a n d p r o d u c e r - c u s t o m e r 
r e l a t i o n s h i p s . 
3) The i n t e r n a l o r g a n i s a t i o n a l s y s t e m - t h e s t r u c t u r e ^ o b j e c t i v e s ^ 
p o l i c i e s a n d f u n c t i o n a l r e l a t i o n s h i p s , 
K a t z & Kahn ( 1 9 6 6 ) s t a t e t h a t a l l s o c i a l s y s t e m s n e e d c n c r g i c i n p u t , 
t r a n s f o r i n a r . i o n w i t h i n t h e s y s t e m , a n d a r e s u l t a n t o u t p u t . Our b a s i c 
c r i t e r i a f o r i d e n t i f y i n g s o c i a l s y s t e m s a r c ( i ) t r a c i n g t h e p a t t e r n 
o f e n e r g y e?:change o r a c t i v i t i e s a s t h e y r e s u l t i n some o u t p u t ; a n d 
( i i ) a s c e r t a i n i n g how t h e o u t p u t i s t r a n s l a t e d i n t o e n e r g y w h i c h 
r e a c t i v a t e s t h e p a t t e r n . T h u s , t h e o p e n - s y s t e m a p p r o a c h b e g i n s by 
i d e n t i f y i n g and m a p p i n g r e p e a t e d c y c l e s o f i n p u t , t r a n s f o r m a t i o n , 
o u t p u t a n d r e n e w e d i n p u t . 
The c h a r a c t e r i s t i c s o f open s y s t e m s ( a f t e r K a t z d K a h n ) a r e : -
1) I m p o r t a t i o n o f e n e r g y , 
2 ) T h r o u g h p u t o r t r a n s f o r m a t i o n . 
3 ) O u t p u t . 
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4 ) Systems as c y c l e s o f e v c n t S o 
5 ) N e g a t i v e e n t r o p y ; f o r open s y s t e m s m u s t a c q u i r e n e g a t i v e 
e n t r o p y t o s u r v i v C o 
C) I n f o r m a t i o n i n p u t ; f o r , i n a d d i t i o n t o e n e r g y , o p e n s y s t e m s 
;riu5t a l s o i r n p o r t i n f o r m a t i v e s i g n a l s a b o u t t h e e n v i r o n m e n t o 
7) The s t e a d s t a t e and d y n a m i c h o m e o s t a s i S o 
8) U i f f e r e n t i a t i c n - open s y s t e m s move i n t h e d i r e c t i o n o f 
d i f f c r c n t i a t i o n and e l a b o r a t i o n . 
9 ) E q u i f i n a l i t y - a s y s t e m can r e a c h t h e same f i n a l s t a t e f r o m 
d i f f e r i n g i n i t i a l c o n d i t i o n s and by a v a r i e t y o f paths© 
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COWDITIONS FOR CWANGF, ANO PLANNED CHANGE 
As a l l o r g a n i s a t i o n s have p a r t i c u l a r r e l a t i o n s h i p s w i t h t h e s o c i a l , 
t e c h n o l o g i c a l , e c o n o m i c a nd p o l i t i c a l e n v i r o n e r o n t s i n w h i c h t h e y a r e 
imb e d d e d any ch a n g e w i t h any o r a l l o f t h e s e e x t e r n a l e n v i r o n m e n t s 
w i l l a f f e c t t h e o r g a n i s a t i o n t o g r e a t e r o r l e s s e r d e g r e e , ' h u s , one 
o f t h e d e t e r m i n a n t s o f o r g a n i s a t i o n a l c h a n g e w i l l be c h a n g e i n t h e 
e x t e r n a l e n v i r o n m e n t . O t h e r d e t e r m i n a n t s o f c h a n g e may be i n t e r n a l t o 
t h e o r g a n i s a t i o n e.g. a m e r g e r , a s w i t c h i n m e t h o d s o f o p e r a t i o n , a 
s w i t c h i n p r o d u c t s . Even t h e s e a p p a r e n t l y i n t e r n a l , f o r c e s may, i n f a c t , 
be r o o t e d i n e x t e r n a l c h a n g e s . 
B e c k h a r d ( 1 9 6 9 ) f e e l s t h a t one o f t h e e m e r g i n g t h e m e s o f t h e 197 0 ' s 
i s t h e s e a r c h f o r o r g a n i s a t i o n a l e x c e l l e n c e a nd t h a t m a n a g e r i a l 
s t r a t e g i e s w i l l be a i m e d a t d e v e l o p i n g f l e x i b l e p r o a c t i v e o r g a n i s a t i o n s 
( P r o a c t i v e o r g a n i s a t i o n s a r e t h o s e w h i c h c a n and do i n f l u e n c e t h e 
e x t e r n a l e n v i r o n m e n t i n c o n t r a s t w i t h r e a c t i v e o r g a n i s a t i o n s w h i c h 
h a v e t o bend and a d a p t t o e x t e r n a l f o r c e s i m p i n g i n g on t h e m ) . Many 
s h i p p i n g c o m p a n i e s a r e r e a c t i v e b u t we a r e s t a r t i n g t o see t h e 
emergence o f p r o a c t i v e s h i p p i n g o r g a n i s a t i o n s i n t h e f o r m o f t h e l a r g e 
c o n t a i n e r a nd b u l k - c a r r i e r c o n s o r t i a . 
A number o f e x t e r n a l c h a n g e s a f f e c t i n g s h i p p i n g w e r e d e s c r i b e d i n t h e 
b e g i n n i n g oV t h i s C h a p t e r a nd do n o t b e a r r e p e a t i n g a t t h i s s t a g e . 
The f a c t o f t h e m a t t e i ' i s t h a t s h i p p i n g i s o p e r a t i n g w i t h i n a c h a n g i n g 
e n v i r o n m e n t and t h i s h a s r e s u l t e d i n c e r t a i n m a n a g e r s " h u r t i n g " ; t h a t 
i s , t h e y f e e l t h a t one t h i n g o r a n o t h e r i s n o t q u i t e r i g h t a n d t h e y 
s e t o u t t o make o r g a n i s a t i o n a l c h a n g e s i n an a t t e m p t t o make t h i n g s 
f e e l r i g h t . K a t z & Kahn ( 1 9 6 6 ) s u g g e s t t h a t t h e men a t t h e b o u n d a r i e s 
o f t h e company a r e t h e o n e s most e x p o s e d t o c h a n g e s i n t h e e n v i r o n m e n t 
a n d , t h e r e f o r e , c h a n g e s w i l l f l o v ; t h r o u g h t h e m . 
A s h i p p i n g company i m p o r t s rav; m a t e r i a l s s u c h a s money, m a c h i n e s and 
manpo'.ver and e x p o r t s a t r a n s p o r t s e r v i c e . Have one o r m o r e d e p a r t m e n t a l 
h e ads w i t h i n s h i p p i n g c o m p a n i e s f e l t t h e n e e d f o r c h a n g e i n o r d e r t o 
s e c u r e o r i m p r o v e t h e i m p o r t a t i o n o f rav; m a t e r i a l s ? I t i s l i k e l y , b u t 
n o t y e t p r o v e n , t h a t t h e men r e s p o n s i b l e f o r r e c r u i t i n g manpower a n d 
t h o s e who h a v e t o ' * 3 e l l ' ' t h e t r a n s p o r t s e r v i c e w e r e t h e o n e s who f e l t 
t h e n e e d f o r c h a n g e and t h a t t h e c h a n g e s t h e y f e l t w e r e r e q u i r e d h a v e 
been somewhat m o d i f i e d by t h e c h a n g i n g t e c h n o l o g y . I t i s p r e c i s e l y 
t h i s e f f e c t o f t e c h n o l o g y on c h a n g e w h i c h was • e x a m i n e d i n d e t a i l 
i n t l i i s r e s e a r c h progranwne. 
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Kahn e t a i ( 1 0 6 4 ) i d e n t i f y t l i r e e k i n d s o f o r g a n i s a t i o n a l c h a n g e : -
( i ) t h a t r e l a t e d t o g r o w t h ; 
( i i ) t h a t r e l a t e d t o t h e demands o f a c h a n g i n g t e c h n o l o g y a n d 
s p e c i a l i s a t i o n ; and 
( i i i ) t h a t r e l a t e d t o p e r s o n n e l m o b i l i t y i n t h e o r g a n i s a t i o n a n d 
b e t w e e n o r g a n i s a t i o n s . 
B e c k h a r d ( 1 9 7 0 ) t a k e s t h i s f u r t h e r a nd s u g g e s t s t h a t c h a n g e p r o g r a m m e s 
may be needed i n o r d e r t o : -
( i v ) c hange t h e o r g a n i s a t i o n ' s c u l t u r e ; 
( v ) change t h e m a n a g e r i a l s t r a t e g y ; 
( v i ) change t h e way t h e v;ork i s d o n e ; 
( v j . i ) c r e a t e a d a p t a t i o n t o a new e n v i r o n m e n t ; a n d 
( v i i i ) c hange t h e c o m m u n i c a t i o n and i n f l u e n c e p a t t e r n s . 
G o l d t h o r p e ( 1 9 G 6 ) and S i l v e r m a n ( 1 9 7 0 ) v/ho f e e l t h a t p e o p l e come i n t o 
o r g a n i s a t i o n s w i t h p r e c o n c e i v e d n o t i o n s a n d a t t i t u d e s w o u l d i n d i c a t e 
t h a t s t i l l a n o t h e r r e o s o n f o r c h a n g e may be t o c o p e w i t h t h e c h a n g e d 
s e t o f m e a n i n g s a n d v a l u e s b r o u g h t i n t o t h e o r g a n i s a t i o n f r o m t h e 
o u t s i d e . 3:n f a c t , i f t h e s e w r i t e r s a r e c o r r e c t i n b e l i e v i n g t h a t t h e 
norms and v a l u e s i m p o r t e d i n t o t h e o r g a n i s a t i o n d o m i n a t e t h e t y p e o f 
s t r u c t u r e more t h a n does t h e t e c h n o l o g y , we may n e e d t o pay s p e c i a l 
a t t e n t i o n t o v a l u e s and a t t i t u d e s o f new r e c r u i t s i n o r d e r t o d e t e r m i n e 
w h i c h o r g a n i s a t i o n a l s t r u c t u r e s w i l l be a c c e p t a b l e t o , a n d w l \ i c h w i l l 
be r e j e c t e d b y , t h e s e new r e c r u i t s . 13ut, as M c G r e g o r ( 1 9 6 7 ) p o i n t s o u t , 
m a n a g e r s w i l l r e j e c t any t r a i n i n g a n d i n f o r m a t i o n w h i c h t h e y p e r c e i v e 
us t h r e a t e n i n g t o t h e i r p a r t i c u l a r m a n a g e r i a l s t y l e s w h i c h means t h a t 
wo s h a l l h a v e t o pay a t t e n t i o n t o t h e e x i s t i n g m a n a g e r s a n d m a n a g e r i a l 
s t y l e s w i t h i n t h e o r g a n i s a t i o n . 
Osgood Ci Tannenbaum ( 1 9 6 7 ) p o i n t t o a v e r y i m p o r t a n t f e a t u r e i n t h e 
a c c e p t a n c e o f change when t h e y s t a t e t h a t c h a n g e s i n e v a l u a t i o n a r e 
a l w a y s i n t h e d i r e c t i o n o f i n c r e a s e d c o n g r u i t y w i t h t h e e : : i s t i n g f r a m e 
o f r e f e r e n c e . T h i s means, f o r e x a m p l e , t h a t i f d e c k o f f i c e r s a l r e a d y 
p e r c e i v e t h e m s e l v e s w i t h i n t h e " l i n e " o f a u t h o r i t y i n t h e i r company', 
t h e y w i l l g a u g e any p r o p o s e d c h a n g e s a g a i n s t t h e i r p e r c e p t i o n o f v / h e t h e r 
t h e p r o p o s e d c h a n g e w i l l move them t o v / a r d s o r av/ay f r o m t h e company's 
l i n e management. 
Revans ( 1 0 6 4 ) h o l d s t h a t p e o p l e r e s i s t c h a n g e o n l y when i t makes f o r 
u n i n t e l l i g i b i l i t y . They seek i n t e l l i g i b i l i t y i n w o r k f o r u n i n t e l l i g i b -
i l i t y t h r e a t e n s t h e p o s i t i o n o f t h e w h o l e p e r s o n i n a m e a n i n g f u l w o r l d . 
J o h n s o n e t a l ( 1 & 6 3 ) h o w e v e r , s u g g e s t t h a t human r e s i s t a n c e t o c h a n g e 
i s b a s e d on ( x ) e c o n o m i c s e c u r i t y ; ( i i ) j o b s t a t u s ; ( i i i ) u n c e r t a i n t y ; 
( i v ) i n c r e a s e d c o m p l e x i t y ; ( v ) c h a n g e d g r o u p r e l a t i o n s ; a n d ( v i ) d i s -
r u p t i o s i o f t h e s u p e r i o r - s u b o r d i n a t e r e l a t i o n s h i p s . 
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L i K e r t ( 1 9 6 7 ) and a number o f o t h e r w r i t e r s a r g u e t h a t management 
s y s t e m s must be i n t e r n a l l y c o n s i s t e n t a n d mantigeraent s y s t e m s o f 
c o m p o n e n t p a r t s h a v e t o be c o m p a t i b l e . T h i s m e a n s , i n s h i p p i n g , 
t h a t we may h a v e t o c h a n g e b o t h t h e s h i p a n d s h o r e s t r a c t u r e s i n 
s t e p w i t h e a c h o t h e r . The s h o r e o r g a n i s a t i o n n e e d s t o be o r g a n i s m i c 
i n o r d e r t o c o p e w i t h c h a n g e a n d we do n o t k n o w , y e t , w h e t h e r s h i p s 
o r g a n i s e d as b u r e a u c r a c i e s c a n o p e r a t e e f f e c t i v e l y w i t h i n o r g a n i s m i c 
c o m p a n i e s . 
M a r r o w e t a l (19G7) s u g g e s t t h a t , i n d e v e l o p i n g s t r a t e g i e s a n d t a c t i c s 
f o r o r g a n i s a t i o n a l c h a n g e , v/e n e e d i n f o r m a t i o n on ( i ) t h e n a t u r e o f 
t h e p r e s e n t s y s t e m ; and ( i i ) t h e s t a t e o f t h e p r e s e n t s y s t e m * F u r t h e r -
m o r e , t h e y s a y , i t i s o n l y w o r t h m e a s u r i n g t h e c a u s a l a n d i n t e r v e n i n g 
v a r i a b l e s ( a f t e r I . i k e r t ) and n o t t h e end p r o d u c t s . 
A c t u a l e x a m p l e s o f c h a n g e p r o g r a m m e s a r e g i v e n i n D e c h l i a r d ( 1 9 7 0 ) w h i l e 
t y p e s o f c h a n g e programmes a r e l i s t e d by B e n n i s ( l 9 6 G ) : -
1 ) Change by e x p o s i t i o n and p r o p o g a t i o n . 
2 ) An e l i t e - c o r p s programme a i m e d a t g e t t i n g t h e r i g h t man f o r t h e 
j o b . 
3 ) Human r e l a t i o n s t r a i n i n g . 
4 ) C o n s u l t a t i o n s . 
5 ) C i r c u l a t i o n o f new i d e a s t o t h e e l i t e , 
6 ) D e v e l o p m e n t r e s e a r c h . 
7 ) A c t i o n r e s e a r c h . 
l i e n n i s g o e s on t o s t a t e t h a t t h e r e i s some e v i d e n c e t o s u g g e s t t h a t 
i n t e r n a l and e x t e r n a l c h a n g e a g e n t s w o r k i n g i n c o n c e r t a r e more 
e f f e c t i v e t h a n e i t h e r i n t e r n a l o r e x t e r n a l c h a n g e a g e n t s w o r k i n g alcne« 
H e r b s t ( 1 9 6 8 & 19G9) s u g g e s t s t h a t t h e b a s i c d e s i g n v a r i a b l e i n 
s h i p p i n g i s t h e a l l o c a t i o n o f t a s k s b e t w e e n s h i p a n d s h o r e . I t i s 
f a i r l y s t r a i g h t f o r w a r d t o d e f i n e t h e t o t a l t a s k s r e q u i r e d t o o p e r a t e 
a s h i p e f f e c t i v e l y , b u t we h a v e some c h o i c e when i t comes t o a l l o c a t i n g 
t h e s e t a s k s , i n w h o l e o r p a r t , betwe^en s h i p a n d s h o r e . The d e c i s i o n on 
t a s k a l l o c a t i o n w i l l d e t e r m i n e t h e l e v e l o f s k i l l s r e q u i r e d on b o a r d 
and w h e t h e r t h e s h i p i s t o h a v e a c o n t i n u o u s f u l i - c o m p l e m e n t c r e w o r 
a s m a l l e r p e r m a n e n t c r e w s u p p o r t e d by e i t h e r t r a n s i e n t m a i n t e n a n c e 
t eams or- by p o r t c r e w s . He s u g g e s t s t h a t t h e s e d e c i s i o n s h a v e a d i r e c t 
b e a r i n g o n ; -
1) The e x t e n t t o w h i c h t h e s h i p b o a r d t a s k s p r o v i d e c o n d i t i o n s f o r 
autmomy a n d s e l f - r e g u l a t i o n . 
2 ) The c o m m u n i c a t i o n r e q u i r e m e n t s b e t w e e n s h i p and s h o r e , 
5 ) The p o s s i b l e a l t e r n a t i v e w o r k r o l e s a n d s o c i a l s t r u c t u r e s . 
4 ) The p o s s i b l e a l t e r n a t i v e c a r e e r s t r u c t u r e s f o r i n d i v i d u a l s . 
5 ) The l i i e r a r c h i c a i . and d e p a r t m e n t a l s t r u c t u r e on b o a r d . 
- 90 -
Key i s s u e s 
I t w o u l d n o t he p o s s i b l e t o g i v e a c o m p r e h e n s i v e l i s t o f 
a l l t h e i s s u e s w h i c h may n e e d some a t t e n t i o n w i t h . i n t h e 
s h i p p i n g i n d u s t r y , n o r w o u l d i t be p o s s i b l e t o ol.!.ocate 
any o r d e r o f p r i o r i t y . B u t some o f t h e more i m p o r t a n t 
p o i n t s w h i c h emerge f r o m t l i c l i t e r a t u r e a r e : -
1 ) The r e a l i s t i c r e d e f i n i t i o n o f t h e g o a l s o f s h i p p i n g 
c o m p a n i e s i n t e r m s o f c o n t i n u e d e x i s t e n c e w h i l e a v o i d i n g 
t e c h n o l o g i c a l o b s o l e s c e n c e , 
2 ) The need t o move away f r o m t h e m i l i t a r y m o d e l o f m a n n i n g 
t o w a r d s one more .in l i n e w i t h c u r r e n t i n d u s t r i a l p r a c t i c e . 
3 ) An e x a m i n a t i o n o f t h e p o s s i b i l j t i c s o f s e p a r a t i n g t h e 
w o r k and l i f e a r e a s a b o a r d s h i p . ( T h a t s u c h s e p a r a t i o n 
l i a s been a c h i e v e d i n a t l e a s t one s h i p i s d e s c r i b e d l a t e r 
i n t h i s r e p o r t ) . 
4 ) The r e - a l l o c a t i o n o f t a s k s a I ; o a r d sli.i.p i n o r d e r t o r e d u c e 
w o r k a l . i . e n a t i o n and t o a l l o w t h e d emon s t r a t j on o f p e r s o n a l 
c o m p e t e n c e . 
5 ) The need t o i m p r o v e t h e s t a t u s o f s e a f a r i n g i n t h e 
c o m m u n i t y a t l a r g e , 
6 ) U p g r a d i n g t h e p e r c e i v e d s t a t u s o f s h i p m v i s t c r s w i t h i n t h e i r 
c o m p a n i e s i n o r d e r t h a t t h e y may b e t t e r s u p p o r t t l ' i c i r crews© 
7) A d e t e r m i n a t i o n o f t h e r e a l r e a s o n s f o r c l i a n g e i n m a n n i n g 
s t r u c t u r e s a b o a r d s h i p and f o r clian.ge w i t i i i n o r g a n i z a t i o n a l 
s t r u c t u r e s i n h e a d - o f f i c e . 
8 ) The need t o e x a m i n e t h e c o m p a t a b i 1 i t y o f s h i p b o a r d and s h o r e 
o r g a n i z a t i o n a l s t r u c t u r e s , e s p e c i a l l y w h e r e t h e r e i s a w i d e 
a g e - m i x o f s h i i : i s w i t h i n t l i e f l e e t s 
9 ) The d e t e r m i n a t i o n o f w h e t h e r s h i p s ^ o f f i c e r s a r e * s t a f f * o r 
' l i n e ' manager s * 
10) The need t o e x t e n d t h e o c c u p a t i o n a l w o r l d s i n w h i c l i s e a f a r e r s 
p e r c e i v e t h e m s e l v e s t o be l o c * a t e d i.Co m a t c h i n g s h i p and 
s h o r e j o b s ( s o f a r as p o s s i b l e ) i n o r d e r t o c r e a t e two-way 
m o b i l i t y o f l a b o u r . 
11 ) The need f o r s a f e t e n s i o n - r e l i e v i n g m e c h a n i s m s a b o a r d m o d e r n 
s h i p s w h i c h s p e n d so l i t t l e t i m e i n p o r t . 
12) An e x a m i n a t i o n o f t h e e f f e c t s t h a t a r a p i d l y c h a n g i n g 
t e c h n o l o g y i s h a v i n g on o r g a n j n a t i o n a l s t r u c t u r e s , and on 
t h e a d a p t i v e a nd c o p i n g m e c h a n i s m s o f i n d i v i d u a l s . 
T h i s r e s e a r c h programme f o c u s e s on p o i n t 12) a b o v e . 
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D i i r i n g t l i e l i t e r a t u r e s e a r c l i , w h i c h began i n S e p t e m b e r 
11>70, I came u n d e r t h e i n f i u e n c e o f many w r i t t i r s ( o n l y 
some o f wliom a r e r e v i e w e d i n t h e p r e v i o u s c h a p t e r ) who.se 
n o t i o n s and s t a t e m e n t s seemed t o r e i n P o r c e v a r i o u s f r a g m e n t s 
o f my own e x p e r i e n c e s i n B r i t i s h and f o r e i g n s u j . p p i n g 
c o m p a n i e s g a i n e d o v e r a p e r i o d o f 24 y e a r s , 
A s t r o n g s o u r c e o f i n f l u e n c e came f r o m M a s i o w ( i 9 5 4 ) and 
Roe ( 1 9 5 6 ) who s t r e s s t h a t t h e key t o u n d e r s t a n d i n g t h e 
b e h a v i o u r ' and m o t i v a t i o n o f p e o p l e w i t h i n o r g a n j.z a t j . on s 
l i e s i n i d e n t i f y i n g t h e e x t e n t t o w h i c h t h e b a s i c n e e d s 
o f i n d i v i d u a l s may be met. My own e x p e r i e n c e s h a d sl i o w n me 
t l i a t c e r t a i n b a s i c n e e d s c o u l d n o t be s a t i s f i e d a t sea -
i n p a r t i c u l a r , t h e n e e d s f o r l o v e and b e l o n g i n g n e s s a n d 
f o r s c i r - a c t i i g l i z a t i o n - and an o b j e c t i v e o f t h e s u r v e y 
and s h i p b o a r d o b s e r v a t i o n s was t o t i ' y t o d e t e r m i n e w i i e t h e r 
t l i c ( M a s l o w ) h i e r a r c t i y o f n e e d s was d i s t o r t e d i n some way 
among s e a f a r e r s . Tlie i n f J u c n c e s o f Maslov/ a nd Roe c a n ho 
seen i n t h e d e s i g n o f t h e s u r v e y q u e s t i o n n a i r e . 
1 d i d n o t f e e l t h a t Maslov/ and hoc c o u l d s t a n d a l o n e and 
1 saw c o m p l e m e n t a r y n o t i o n s i n J o r d a n ( 1 9 6 8 ) . A i t h o u g l i 
J o r d a n does n o t spec i f i c a J.ly d r a w on M a s i o w , I t h i n k he 
e x t e n d s Maslow's i d e a s by s u g g e s t i n g t h a t p e o p l e w i l l 
l>ehave i n a manner w h i c h m a x i m i s e s t h e i r f r e e d o m o f move-
ment w i t h i n t h e i r own, p a r t i c u l a r , w o r l d s . T h i s t h e m e oP 
J o r d a n ' s emerged s i g n i f i c a n t l y i n t h e f i e J d w o r k when 1 
f o u n d t h a t t h o s e y o u n g e r o f f i c e r s ( i n t h e 23 t o 28 y e a r 
age g r o u j . i ) who do s w i t c h f r o m one company t o a n o t h e r do 
s o , as t h e y s a y , t o g e t away f r o m t h e r u l e s , r e g u l a t i o n s , 
o r g a n i / a t i o n a i s t y l e and r e s t r i c t i o n s o f t h e i r p r e v i o u s 
c o m p a n i e s . J o r d a n m i g h t say t h e s e m o b i l e o f f i c e r s a r e 
seekj.ng g r e a t e r j j c r s o n a l f r e e d o m w h i l e M a s l o w may d e s c r i b e 
t h e same m o b i l i t y as a s e a r c h f o r c o n d i t i o n s i n w h i c h 
b a s i c needs may be s a t i s f i e d . What I f o u n d , h o w e v e r , was 
t h a t i n m o v i n g f r o m one company t o a n o t h e r each man 
c a r r i e s a ] o n g w i t h h i m h i s own p e r s o n a l ' p r i s o n ^ t h e i r o n 
I j a r s o f w h i c h a r e h i s own b e l i e f s on t h e way s h i p s s l i o u J d 
be o p e r a t e d and on t t i e way o f f i c e r s and r a t i n g s s i i o u l d b e h a v e 
These b e l i e f s o r i g i n a t e - f r o m t h e way s h i p s w e r e o p e r a t e d 
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i n h i s l a s t company, o r p r e v i o u s c o m p a n i e s , and p e r s o n a l 
b e l i e f s on t h e " p r o p e r way t:o r u n a s h i p " seem t o h a r d e n 
and s t r e n g t h e n when t h e y a r e t e s t e d by a d i f f e r e n t way o f 
r u n n i n g a s h i p ( e x p e r i e n c e d by t h e i n u j . v i d u a l as an "oppos.i.ng" 
w a y ) . I t a p p e a r e d t o me t h a t t h e men who h a d s w i t c h e d c o m p a n i e s 
more t h a n once h e l d t h e s t r o n g e s t and most i n f l e x i b l e b e l i e f s 
on t h e p r o p e r way o f r u n n i n g s h i p s f o r t h e y h a d been a b l e 
t o t e s t o u t , and h a r d e n , t h e i r b e l i e f s d u r i n g p e r i o d s s p e n t 
j.n i n t e r v e n i n g c o m p a n i c s c T h i s n o t i o n about, s e a f a r e r s 
c a r r y i n g a r o u n d t h e i r p e r s o n a l " p r i s o n s " p o i n t s t o t h e n e e d 
f o r t h e g r e a t e s t c a r e t o be g i v e n t o d e s i g n i n g t h e r i g h t 
c o n d i t i o n s a b o a r d t h e r e c r u i t ' s f i r s t s l i i p b u t , so f a r as 
t i l l s r e s e a r c h programme was c o n c e r n e d , t h e n o t i o n o f 
p e r s o n a l p r i s o n s h i g h l i g h t e d t h e n e e d f o r me t o pay s p e c i a l 
a t t e n t i o n t o t h e I i i s t o r i c a l d e v e l o p m e n t o f i n d i v i d u a l s 
w i t h i n t h e s h i p p i n g i n d u s t r y . The f i n d i n g s i n t h i s a r e a 
o f a t t e n t i o n a r e r e p o r t e d l a t e r . 
Tlie j i o t i o n o f p e o p l a c a r r y i n g a r o u n d t h e i r own, p e r c e i v e d , 
b e h a v i o u r a l w o r l d s i s n o t new. One o f t h e w r i t e r s who r e p o r t 
on t h i s i s M e r b s t ( 1 9 7 0 ) ; I came under- h i s i n f l u e i i c e f r o m 
p e r s o n a l c o n t a c t s and t h r o u g i i s t u d y i n g m o s t o f \ v l i a t he had 
w r i t t e n . As m e n t i o n e d e l s e w h e r e i n t h i s r e p o r t , H e r b s t a r g u e s 
t h a t no e v e n t o r t i l i n g c an have t h e a t t r i b u t e s o f g o o d o r 
bad u n t i l i t has been s u b j e c t i v e l y e v a l u a t e d by a p e r s o n 
a g a i n s t h i s own, p e r s o n a l , y a r d s t i c k s . T h a t p e o p l e 60 
e v a l u a t e e v e n t s and t h i n g s i n t h e i r own ways e m e r g e d t i m e 
and t i m e a g a i n d u r i n g t h e f i e l d w o r k u n t i l I c o u l d no l o n g e r 
u i i d e r s t a n d t h e m e a n i n g ( i f t h e r e i s o n e ) o f t h e r e a l i t y o f 
s h i p p i n g . I came t o t h e c o n c l u s i o n t h a t t h e r e a r e no s e t s 
o f a b s o l u t e s t o d e s c r i b e t h e t o t a l s h i p p i n g i n d u s t r y ; a 
d e s c r i p t i o n can be g i v e n o n l y i n t e r m s o f r e l a t i v e s a n d , t o 
e s c a p e f r o m t h i s d i f f i c u l t y , I t*ook t h e p o s i t i o n t h a t t h e 
cJ.osest a p p r o x i m a t i o n t o t h e r e a l i t y o f s h i p p i n g i s t h e 
c o n s e n s u s o f v i e w s h e l d by p e o p l e i n t h a t i n d u s t r y . 
R e l a t e d t o t h e ' b e h a v i o u r a l w o r l d s ' o f H e r b s t i s t h e p r o b l e m 
o f w h e t h e r p e o p l e a c t i n a c c o r d a n c e w i t h t h e i r s t a t e d v i e w s 
o r w h c t i i e r t h e y b r i n g t h e i r o p i n i o n s i n t o l i n e w i t h t h e i r 
a c t i o n s . I n t l i e s e a r c h f o r a p a t l i o u t o f t h i s d i . f f i c u . l . t y I 
came u n d e r t h e i n f l u e n c e o f Osgood & Tannenbaum ( i 9 5 5 ) , 
F i s h b e i n ( 1 9 6 7 ) and Emery ( 1 0 5 8 ) , Emery s u g g e s t s t h a t a 
d i s p o s i t i o n t o e v a l u a t e i s n o t t h e same as a d i s p o s i t i o n o r 
t e n d e n c y t o a c t b u t , r a t h e r , t h e eva .l.ua t: i on o f an o b j e c t , 
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a c t i o n o r s i t u a t i o n i s one c o n d i t i o n o f a t e n d e n c y t o a c t , 
F i s h b e i n p o i n t s o u t t h a t t l i e r e i s l i t t l e , i f a n y , c o n s i s t e n t 
e v i d e n c e t o s u p p o r t t h e l i y p o t h e s i s t h a t k n o w l e d g e o f a 
p e r s o i i ^ s a t t i t u d e t o w a r d s some o b j e c t w i l j . a l l o w one t o 
p r e d i c t t h e way he w i l l b e h a v e w i t h r e s p e c t t o w a r d s t h a t 
o b j e c t ; i n s t e a d , w h a t l i t t l e e v i d e n c e t h e r e i s t e n d s t o 
show t h a t a p e r s o n w i l l more l i k e l y b r i n g h i s a t t i t u d e i n t o 
l i n e w i t t i h i s h e l i a v j . o u r r a t h e r t h a n a l l o w h i s b e h a v i o u r t o 
be d e t e r m . i n e d by h i s a t t i t u d e . The e x p o s i t i o n s o f Emery and 
F i s h b e i n c r e a t e d i n me t h e s t r o n g e s t d o u b t s a b o u t t h e w o r t h 
o f a t t i t u d e s u r v e y s as p r e d i c t o r s o f b e h a v i o u r , w h i c h d o u b t s 
I s t i l J h o l d . B u t , as t h e r e s e a r c h p r o g r e s s e d , t h e r e l a t i o n s h i p 
b e t w e e n a t t i t u d e and b c l i a v i o u r e m e r ged as an i m p o r t a n t i s s u e 
and I a d o p t e d t h e v i e w t h a t w h e r e , i n a p e r s o n , a t t i t u d e and 
i D C h a v i o u r a i • e n o t c o n g r u e n t , t h a t p e r s o n w i l l b e h a v e i n some 
coiupi'omise manner; he w i l l e x p e r i e n c e t l i i s c o m p r o m i s e 
b e h a v i o u r a l p a t t e r n as c o i ^ f l i c t a n d , i n r e t u r n , he w i l l w a n t 
some r e w a r d ( p a y m e n t ) , n o t n c c e s s a r i . l y m o n e t a i * y . 
B e f o r e commencing t h e f i e l d w o r k , I b e J . i c v e d t l i a t o b e d i e n c e 
t o r u l e s and r e g u l a t i o n s was one c a u s e o f i n c o n g r u e n c e b e t w e e n 
a p e r s o n ' s b e h a v i o u r and his a t t i t u d e a n d , f o l l o v v i n g J o r d a n ' s 
n o t i o n s a b o u t p e o p l e w a n t i n g t o e x p a n d t h e i r f r e e d o m o f 
movement w i t h i n t l i e i r own ' w o r l d s ^ 1 b e l i e v e d t h a t r u l e s 
and r e g u l a t i o n s w o u l d be e x p e r i e n c e d as r e p u g n a n t by t h o s e 
e x j j e c t e d t o obey them b e c a u s e o f t h e i r r e s t r i c t i v e n a t u r e . 
I came u n d e r t h e i n f l u e n c e o f C o u J d n e r ( l 0 5 5 ) who so o p t l y 
d e s c r i l i e s t h e use o f r u l e s and r e g u l a t i o n s w i t h i n o r g a n i z a t i o n s 
and who r e i n f o r c e d my own p a s t e x p e r i e n c e s o f t h e way i n w h i c h 
s h i p b o a r d r e g u l a t i o n s a c t a g a i n s t t h e b e s t i n t e r e s t s o f 
i n d i v i d u a J s by s u p r e s s i n g t h e d i s p l a y o f i n i t i a t i v e . I n f a c t , 
t h e r e v e r s e was f o u n d t o be t r u e , among t h e p e o p l e i n t e r v i e w e d 
a nd o b s e r v e d d u r i n g t h e f i e l d w o r k - a c l e a r u n d e r s t a n d i n g 
o f t h e company's r u l e s a p p e a r e d t o be a p r e r e q u i s i t e o f 
s o c i a l c h a n g e a b o a r d s h i p . F u r t l i e r m o r c , t h e p e o p l e o b s e r v e d 
a b o a r d s h i p h e l d t h e most p o s i t i v e a t t i t u d e s t o w a r d s t h e 
r u l e s , f o r g e n e r a l o b e d i e n c e o f t h e r u l e s was b e l i e v e d t o 
be t l i e b e s t f o r m o f d e f e n c e a g a i n s t c r i t i c i s m f r o m s h o r e 
managei-s s l i o u l d an a c c i d e n t h a v e o c c u r e d . A l s o , i t a p p e a r e d 
t h a t , i n or-der t o o b t a i n t h e h i g h e s t l e v e l o f j o b s a t i s f a c t i o n 
a b o a r d s h i p , i n d i v i d u a l s n eed t o know t l i e r u l e s w e l l e n o u g h 
t o know when t h i i v may s a f e l y b r e a k o r ^bcnd* t h e m . 
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I t i s an o b s e r v a b l e f a c t a b o a r d s h i p s t h a t t h e n u m b e r , 
scope an t i s p e c i f i c i t y o f r e g u l a t i o n s h a v e been i n c r c a s j . n g 
o v e r t h e y e a r s , Tlie i n c r e a s e i n r u l e s and r e g u l a t i o n s 
c o u l d bo a c o n s e q u e n c e o f t h e g r o w t h i n s i z e and b u r e a u c r a c y 
o f c o m p a n i e s ( a s f o u n d i n m o st i n d u s t r j . e s ) o r i t c o u l d be 
t l i o c o n s e q u e n c e o f g r e a t e r s h i p b o a r d m e c h a n i z a t i o n and 
a s s o c i a t e d m e a s u r i n g i n s t r u m e n t s . I b e l i e v e d t l i a t t h e 
i n c r e a s i n g s p e c i f i c i t y o f t h e r u l e s c o u l d o n l y h a v e come 
f r o m t h e a u t h o r s o f t h e r u l e s h a v i n g a c c e s s t o more p r e c i s e l y 
q u a n t i f i e d i n f o i ' m a t i o n on s h i p b o a r d ac t i v i t i e s ou t o f w h i c h , 
1 b e l i e v e d , i t s h o u l d be p o s s i b l e t o d e t e c t a r e l a t i o n s h i p 
I j e t w e c n i n c r e a s e d mcchan i z a t j.on ( w i t h a s s o c i a t e d i n c r e a s e d 
i n s t r u m e n t a t i o n ) and i n c r e a s e d s p e c i f i c i t y o f t h e rulos« 
I n f a c t , t h i s l i n e o f t h o u g h t l e d mc up a b l i n d a l l e y . 
A more p r o m i s i n g l i n e o f a p p r o a c l i ( t o w a r d s u n d e r s t a n d i n g t h e 
i n c r e a s i n g number o f r e g u l a t i o n s a b o a r d s h i j ) ) seemed t o l i e 
i n t h e d e s c r i p t i o n s and d i m e n s i o n s o f b u r e a u c r a c i e s . So much 
o f t h e J . j . t e r a t u r e on o r g a n i z a t i o n s - f r o m Weber ( 1 9 2 2 ) o n w a r d s 
i s b a s e d upon b u r e a u c r a c i e s t h a t i t was an e a s y a n d f e r t i l e 
l i n e t o follov.',, 1 have nov.' l e a r n t t h a t t h e e a s i e s t p a t h i s 
n o t n e c e s s a r i l y t h e b e s t one. 
The c h a r a c t e r i s t i c s o f b u r e a u c r a c i e s a r e t o o w e J l known t o 
be l i s t e d h e r e - t h e y e m b r a c e d i v i s i o n s o f l a b o u r , t h e 
t i i e r a r c h y o f a u t h o r i t y , a J. 1 - p e r v a d i n g r u l e s and r e g u l a t i o n s , 
t h e r e c o r d i n g o f a l l a c t s and d e c i s i o n s on paper-, a n d t J i c 
j m]:)er sona.1 i t y o f i n t e r p e r s o n a l r e l a t i o n s . S u p e f i c i a 11 y , 
t h e r e j.s much i n B r i t i s h s h i p p i n g w h i c h l e n d s i t s e l f t o 
i d e n t i f i c a t i o n w i t h i n t h e d e f i n i t j o n o f a c l a s s i c a l b u r eau'r 
c r a c y - most B r i t i s h s h i p s a r e owned by l a r g e , o l d c o m p a n i e s ; 
t l i e s h i p p i n g i n d u s t r y as a w l i o l e i s c o n s t r a i n e d by t r a d i t i o n ; 
a n d a mass o f J c g i s l a t i o n p l u s company r e g u l a t i o n s g o v e r n 
t h e a c t i o n s o f i n d i v i d u a J s and g r o u p s . As t h e d a t a s h o w s , 
t i i e use o f b u r e a u c r a t i c d i m e n s i o n s p r o v e d t o be h i g l i l y 
s u c c e s s f u l i n h e l p i n g t o i d e n t i f y some o f t ! i e k e y c h a r a c t e r -
i s t i c s o f c o m p r o m i s e p a t t e r n s among s h i p s ' o f f i c e r s ; b u t t h e 
p e j o r a t i v e m e a n i n g o f " b u r e a u c r a c y " i s so s t r o n g l y I i c l d by 
membei'S o f t l i e p u b l i c , i n c l u d i n g s e a f a r e r s , t h a t t h e u s e o f 
t h i s w o r d i n t h e s u r v e y q u e s t i o n n a i r e h a r m e d the r e l a t i o n s h i p s 
betv.'eeri me and t h e r e s p o n d e n t s , I C J J O u n d e r s r . a n d now - w i t h 
h i n d s i g h t - t h a t my r e a d i n e s s t o a b s o r b a l l t h e d e s c r i p t i o n s 
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and c r i t i c i s m s o f b u r e a u c r a c y a nd a p p l y t h e m so r e a d i l y 
t o s h i p p i n g c o m p a n i e s was a r e f l e c t i o n o f t h e r e l a t i v e l y 
y o u n g age when I l e f t t h e sea - t h a t i s , a t an age when 
I w o u l d h a v e been a t t h e peak o f my b u r e a u c r a t i c a w a r e n e s s 
and o r i e n t a t i o n , I now w o n d e r i f t h e m a j o r i t y o f r e s e a r c h 
r e p o r t s a n d b o o k s c r i t i c i s i n g b u r e a u c r a c i e s h a v e been w r i t t e n 
by p e o p l e b e t w e e n 32 and 38 y e a r s o f age. 
A w r i t e r who c a n n o t be i g n o r e d i s G o f f m a n ( 1 9 5 7 & 1 9 6 1 ) a n d , 
l i k e many o t h e r r e s e a r c h e r s i n t o s e a f a r i n g , I came u n d e r h i s 
i n f l u e n c e . G o f f m a n d e s c r i b e s t h e c h a r a c t e r i s t i c s o f t o t a l 
i n s t i t u t i o n s ; t h a t i s , i n s t i t u t i o n s i n w h i c h a number o f 
p e o p l e l i v e ( a n d p o s s i b l y w o r k ) t o g e t h e r f o r l o n g p e r i o d s . 
As e x a m p l e s , G o f f m a n u s e s p r i s o n s , r e l i g i o u s h o u s e s , l u m b e r 
camps, h o s p i t a l s , a nd s h i p s . The f u l l l i s t o f t h e c h a r a c t e r i s -
t i c s o f t o t a l i n s t i t u t i o n s , i d e n t i f i e d by G o f f m a n and o t h e r s , 
i s g i v e n i n t h e p r e v i o u s c h a p t e r o f t h i s r e p o r t b u t w h e t h e r 
t h e s e c h a r a c t e r i s t i c s a r e a b s o l u t e s o r r e l a t i v e s a n d w h e t h e r 
o r n o t t h e y may be a p p l i e d t o m e r c h a n t s h i p s i s c u r r e n t l y 
a m a t t e r o f p u b l i c d e b a t e e.g. P e r r y & V V i l k i e ( 1 9 7 3 ) . H o w e v e r , 
A u b e r t ( l 9 6 5 ) , Roggema ( 1 9 6 8 , 1969 & 1971a ) and H c r b s t ( l 9 6 8 & 
1960) base some, o f t h e i r i d e a s a nd r e s u l t s on t h e a p p l i c a t i o n 
o f G o f f m a n ' s c h a r a c t e r i s t i c s t o m e r c h a n t s h i p s a n d I a d o p t e d 
t h e same p o s i t i o n . P a r t o f t h e s u r v e y q u e s t i o n n a i r e a n d p a r t 
o f t h e f i e l d o b s e r v a t i o n s a r e d i r e c t l y r e l a t e d t o G o f f m a n * s 
c h a r a c t e r i s t i c s b e i n g a p p l i c a b l e t o s h i p b o a r d l i f e . 
Through", p e r sona 1 f r i e n d s h i p s and t h r o u g h t h e i r w r i t i n g s , I 
a l l o w e d m y s e l f t o become s t r o n g l y i n f l u e n c e d by T h o r s r u d ( l 9 6 6 ) , 
Roggema and H e r b s t - a l l o f whose w o r k I a d m i r e - b u t , w i t h 
h i n d s i g h t , I r e a l i s e t h a t I may n o t have s a f e g u a r d e d 
s u f f i c i e n t l y a g a i n s t c u l t u r a l d i f f e r e n c e s o f b o t h r e s e a r c ^ ! e r s 
and r e s p o n d e n t s i n t h e d e s i g n o f my s u r v e y q u e s t i o n n a i r e . 
I w o u l d w a r n r e a d e r s t h a t t h e i r and my f i n d i n g s may n o t be 
w h o l l y c o m p a t i b l e f o r , i n N o r w e g i a n s h i p s , t h e r e a r e no 
c a d e t - o f f i c e r s ( e v e r y o n e a s p i r i n g t o be an o f f i c e r i n 
N o r w e g i a n s h i p s e n t e r s as a r a t i n g ) w h i l e i n B r i t i s h s h i p s , 
o v e r 90% o f a l l deck o f f i c e r s a r e r e c r u i t e d d i r e c t l y i n t o a 
c a d e t - o f f i c e r g r a d e . A l s o , I am n o t s u r e t h a t I h o l d t h e 
same p e r s o n a l o r i e n t a t i o n s as t h e N o r w e g i a n r e s e a r c h e r s . 
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A w r i t e r who had a s m a l l i n f l u e n c e on my w o r k was 
E t z i o n i ( l 9 G l ) , T h r e a d s o f E t z i o n i ' s i d e a s on p o w e r a n d 
c o m p J i a n c e a p p e a r i n t h e s u r v e y q u e s t i o n n a i r e b u t t h e m o s t 
u s e f u l n o t i o n t h a t 1 drew f r o m E t z i o n i c o n c e r n s t h e d i f f i c u l t y 
p e o p l e e x p e r i e n c e when t h e y move f r o m one c o m p l i a n c e p a t t e r n 
t o a n o t h e r - t h i s p r o v e d t o be a u s e f u l t o o l w h i J e o b s e r v i n g 
b e h a v i o u r a l p a t t e r n s i n a company f o r m e d e n t i r e l y o f p e o p l e 
wl^o had s w i t c h e d f r o m o t h e r c o m p a n i e s . 
O v e r - r i d i n g a l l t h a t I have d e s c r i b e d t o d a t e i s my s t r o n g l y 
h e l d o p i n i o n t h a t no r e s e a r c h i n t o w o r k and l i f e a t sea c a n 
be e f f e c t i v e w i t h o u t s p e c i a l a t t e n t i o n b e i n g g i v e n t o t h e 
i n t e r - r e l a t i o n s h i p s b e t w e e n t h e t e c h n i c a l , s o c i a l and 
e c o n o m i c s y s t e m s . I n t h i s a r e a , I came u n d e r t h e i n f l u e n c e 
o f t h e T a v i s t o c k w r i t e r s on s o c i o ^ t c c h n i c a l s y s t e m s * ( E m e r y 
1959; Emery fit T r i s t 19G0; e t c ) b u t n o w h e r e i n t h e l i t e r a t u r e 
c o u l d I f i n d a n y t h i n g a b o u t c c o n o m i c - s o c i o - t e c h n i c a 1 s y s t e m s 
a n d , i n so c a p i t a l - i n t e n s i v e an i n d u s t r y as s!iippi!»g, t h e 
s o c i o - t e c h n i c a l a p p r o a c h i s i n s u f f i c i e n t t o e x p l a i n t h e 
o v e r a l l n a t u r e and s t r u c t u r e o f t h e o r g a n i z a t i o n a b o a r d 
*^*-*-P ^^^d a s h o r e . 
I n b r i e f , I c a n say t h a t I e n t e r e d t h e f i e l d b e l i e v i n g t h a t : -
a ) each man has h i s own, p e r s o n a l y a r d s t i c k s a g a i n s t w h i c h 
he e v a l u a t e s e x t e r n a l t h i n g s and e v e n t s ; 
b ) l a r g e , o l d s h i p p i n g c o m p a n i e s a r e b u r e a u c r a t i c and t h a t 
some o f t h e f e a t u r e s o f b u r e a u c r a c y o p e r a t e a g a i n s t t h e 
d e v e l o p m e n t o f t h e i n d i v i d u a l ; 
c ) p e o p l e who s p e n d a l l t h e i r v / o r k i n g l i v e s w i t h i n one s h i p p i n g 
company and wlio r-each s e n i o r p o s i t i o n s a b o a r d s h i p o r a s h o r e 
a r e t r a d i o n a i i s t , b u r e a u c r a t i c and r e s i s t a n t t o c h a n g e , w h i l e 
t h o s e who f r e q u e n t l y s w i t c h b e t w e e n c o m p a n i e s i n d i c a t e - by 
t h e i r m o b i l i t y - t h e i r w i l l i n g n e s s t o c h a n g e ; 
d ) t h e s m a l l , ne\v s h i p p i n g company w i t h p r o g r e s s i v e l y m i n d e d 
managers and w i t h a m i x t u r e o f p e o p l e r e c r u i t e d f r o m o t h e r 
c o m p a n i e s w o u l d have t h e b e s t c h a n c e o f e f f e c t i n g c h a n g e i n 
t r a d i t i o n a l w o r k i n g p r a c t i c e s ; 
e ) when men go t o sea t h e y make a number o f p a y m e n t s ( e . g . 
a b s e n c e f r o m h o m e ) , i n a d d i t i o n t o t h e i r p h y s i c a l a n d m e n t a l 
e f f o r t , f o r w i i i c h p a y m e n t s t h e y s e e k c e r t a i n r e w a r d s ; and 
f ) g r o w i n g m e c h a n i z a t i o n and s p e c i a l i z a t i o n o f f h i p ' - t y p e s i s 
u n i l a t e r a l l y c h a n g i n g t h e p a y m e n t - r e w a r d p a t t e r n s e x p e r i e n c e d 
by i n d i v i d u a l s e a f a r e r s . 
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RESEARCH PHASES, BLIND ALLEYS AND PERSONAL RELATIONSHIPS 
The programme s t a r t e d i n S e p t e m b e r 1970 w i t l i a l i t e r a t u r e 
s e a r c h u n d e r t h e s u p e r v i s i o n o f G e o f f r e y H u t t o n , '^eader a t 
t h e S c h o o l o f Management, U n i v e r s i t y o f B a t h . The l i t e r a t u r e 
s e a r c h c o n t i n u e d r i g h t t h r o u g h t h e p r o g r a m m e . 
By M a r c h 1 9 7 1 , I had d e v e l o p e d a t w o - d i m e n s i o n a l t h e o r e t i c a l 
f r a m e w o r k u p on w h i c h a l l s h i p s c o u l d be p l o t t e d by d e g r e e o f 
s p e c i a l i z a t i o n a n d d e g r e e o f m e c h a n i z a t i o n . Q u a n t i f i c a t i o n o f 
t h e d i m e n s i o n s p r o v e d t o be d i f f i c u l t , b u t n o t . i m p o s s i b l C o 
F o r d e g r e e o f s p e c i a l i z a t i o n , 1 u s e d t h e p r o d u c t o f ( t h e number 
o f t y p e s o f c a r g o t h e s h i p c o u l d c a r r y ) X ( t h e number o f p o r t s 
she c o u l d e n t e r ) i o C . t h e l o w e r t h e n u m e r i c a l p r o d u c t , t h e 
h i g l i e r t h e d e g r e e o f s p e c i a l i z a t i o n o The d e g r e e o f m e c h a n i z a t i o n 
Was a l i t t l e more d i f f i c u l t t o q u a n t i f y b u t t h i s w a s t a k e n as a 
f u n c t i o n o f (n u m b e r o f c l o s e d c o n t r o l l o o p s i n t h e t o t a l 
t e c h n i c a l s y s t e m ) , ( d e a d w e i g h t t o n n a g e p e r c r c w m e m b e r ) , ( t o n s o f 
c a r g o h a n d l e d p e r man i n v o l v e d ) . 
I b e l i e v e d t h a t t h e h i g h e r t h e d e g r e e o f m e c h a n i z a t i o n , t h e 
g r e a t e r t h e amount o f i n s t r u m e n t a t i o n a n d , t h e r e f o r e , t h e 
g r e a t e r t h e amount o f q u a n t i f i e d o p e r a t i o n a l d a t a m e a s u r e d 
an d r e c o r d e d . I f e l t t h a t most o f t h i s d a t a w o u l d be t r a n s m i t t e d 
t o s l i o r e w h e r e i t w o u l d be u s e d a nd a n a l y s e d w i t h i n an e x p a n d e d 
t e c h n i c a l d e p a r t m e n t . I a l s o b e l i e v e d t h a t t h i s g r e a t e r a m o u n t 
o f q u a n t i f i e d d a t a w o u l d be t r a n s m u t e d i n t o a g r e a t e r n u m b e r 
o f more s p e c i f i c r e g u l a t i o n s and o p e r a t i n g i n s t r u c t i o n s ; t h a t 
i s , I b e l i e v e d t h a t t h e s e a f a r e r s * w o r k a b o a r d s h i p was b e i n g 
c o d i f i e d a nd t h a t we w e r e w i t n e s s i n g t h e s h i p p i n g i n d u s t r y 
c h a n g i n g f r o m an ' e x p e r i e n c e d - b a s e d * t o a ' k n o w l e d g e - b a s e d * 
i n d u s t r y . 
I a p p r o a c h e d c o l l e a g u e s w i t h i n t h e T a v i s t o c k a n d O s l o Work 
*^esearch I n s t i t u t e s f o r a d v i c e a nd t h e B r i t i s h S h i p o w n e r s * 
A s s o c i a t i o n s f o r a c c e s s t o an i n d u s t r y - w i d e s a m p l e o f s h i p s 
and s h i p p i n g c o m p a n i e s . The f i r s t r e a c t i o n s came f r o m t h e 
s h i p o w n e r s * a s s o c i a t i o n s who r e j e c t e d my r e q u e s t on t h e g r o u n d s 
t h a t s u f f i c i e n t r e s e a r c h i n t o s e a f a r i n g m a t t e r s was a l r e a d y 
b e i n g c a r r i e d o u t . Some t i m e l a t e r , my T a v i s t o c k a n d O s l o 
f r i e n d s a d v i s e d me t o a b a n d o n my p r o p o s a l s on t h e g r o u n d s 
t h a t , e v e n i f t h e r e s e a r c h w e r e s u c c e s s f u l , n o t h i n g o f g r e a t 
v a l u e c o u l d emergCo 
H o w e v e r , b e f o r e t h e T a v i s t o c k / O s l o a d v i c e a r r i v e d , I a p p r o a c h e d 
a B r i t i s h s h i p p i n g company f o r r e s e a r c h f a c i l i t i e s . T j ^ i s 
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p a r t i c u l a r company was s e l e c t e d f o r t w o r e a s o n s - ( i ) some 
y e a r s ago I had c o m p l e t e d a s m a l l p i e c e o f c o n s u l t a n c y f o r 
t h i s company as a r e s u l t o f w h i c h I e n j o y e d f r i e n d l y 
r e l a t i o n s w i t h t o p management; and ( i i ) s h o r t l y b e f o r e my 
a p p r o a c h , t h e company had made a m a j o r s w i t c h i n i t s t e c h n i c a l 
s y s t e m by r e p l a c i n g some o f i t s t r a d i t i o n a l c a r g o - l i n e r s by 
c o n t a i n e r s h i p s ^ L e n g t h y d i s c u s s i o n s w i t h s e n i o r m a n a g e r s 
o f t h i s company l e d me t o b e l i e v e t h a t t h e m o s t p r e s s i n g 
p r o b l e m s f a c e d by t h e s e m a n a g e r s w e r e e s s e n t i a l l y e c o n o m i c 
i n n a t u r e ; t h a t , t e c h n i c a l d e s i g n p r o b l e m s w e r e • t h e c o n c e r n 
o f s h o r e managers and s u p e r i n t e n d e n t s , and t h a t t h e s h i p b o a r d 
t e c h n i c a l s y s t e m s h a d been d e s i g n e d t o be o p e r a b l e by t h e i r 
e x i s t i n g s e a f a r e r s ; t h a t d o c u m e n t a t i o n and d a t a f l o w s w e r e 
o f l i t t l e c o n s e q u e n c e ; and t h a t , i f any p r o b l e m s d i d e x i s t 
t h e y l a y c l e a r l y i n t h e p e r s o n n e l f i e l d . F o r y e a r s t h i s 
company h a d had a v e r y s t a b l e l a b o u r f o r c e b u t , o n c e t h e new 
c o n t a i n e r s h i p s w e r e i n t r o d u c e d , t h e g r e a t e r p r o p o r t i o n o f 
t h e i r o l d e m p l o y e e s h a d l e f t ^ a n d t h e company l i a d h a d t o 
r c c i ' u i t o f f i c e r s and r a t i n g s f r o m o t h e r c o m p a n i e s . The 
b i g g e s t t u r n o v e r had o c c u r e d among t h e i r d e c k o f f i c e r s a n d , 
r e p e a t e d l y , t o p m a n a g e r s e x p r e s s e d t h e i r i n a b i l i t y t o u n d e r -
s t a n d t h e r e s i g n a t i o n o f so many d e c k o f f i c e r s . The new 
c o n t a i n e r s h i p s a p p e a r e d t o a n s w e r many o f t h e c o m p l a i n t s 
e x p r e s s e d by s e a f a r e r s o v e r many y e a r s : The c o n t a i n e r s h i p s 
h a d s u p e r i o r a c c o m m o d a t i o n and w e r e on a r e g u l a r s c h e d u l e 
b e t w e e n t h e U n i t e d S t a t e s and t h e C o n t i n e n t / U . K . w h i c h a l l o w e d 
s e a f a r e r s t o p r e d i c t w i t h a l m o s t a b s o l u t e c e r t a i n t y when t h e y 
w o u l d g e t home on l e a v e . ( T h e l e a v e s y s t e m a d o p t e d by t h i s 
company i n t h e c o n t a i n e r s h i p s was t w o t r i p s - 6 w e e ks - on 
and one t r i p . o f f ) . I n t h e o l d e r s h i p s o f t h e c o m p a n y , 
a c c o m m o d a t i o n was r e l a t i v e l y p o o r and v o y a g e s w e r e a n y t h i n g 
b e t w e e n two and f o u r m o n t h s i n d u r a t i o n - t h e men i n t h e s e 
s h i p s w e r e n e v e r a b l e t o p r e d i c t w i t h c e r t a i n t y when t h e y 
w o u l d g e t home l e a v e . 
The m a n a g e r s , u n a b l e t o e x p l a i n t h e r e c e n t , h i g h r e s i g n a t i o n 
r a t e , c o n c l u d e d t h a t s e a f a r e r s - and d e c k o f f i c e r s i n 
p a r t i c u l a r - d i d n o t know w h a t t h e y w a n t e d a n d t h a t t h e y 
w e r e t o o t r a d i t i o n a l i s t i n t h e i r o u t l o o k t o a c c e p t t h i s 
r e c e n t t e c h n i c a l c h a n g e . My own i n t e r p r e t a t i o n was t h a t 
management had u n i l a t e r a l l y c h a n g e d t h e a c c e p t e d r e w a r d -
p a y m e n t p a t t e r n . I n t h e o l d e r s l i i p s b o t h a c c o m m o d a t i o n a n d 
l e a v e w e r e bad b u t t h e d e c k o f f i c e r s d e r i v e d a g r e a t d e a l 
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o f j o b s a t i s f a c t i o n f r o m l o a d i n g and d i s c h a r g i n g g e n e r a l 
c a r g o . T h i s i s a j o b w h i c h c a l l s f o r o r g a n i z a t i o n a l a b i l i t y , 
j u d g e m e n t and s k i l l w h e r e a s , i n t h e c o n t a i n e r t r a d e s t h e 
d e c k o f f i c e r s s i m p l y a c c e p t t h e ' t i n b o x e s ' as t h e y come down 
t o t h e s h i p and f i t them i n t o t h e i r g u i d e s - s l o t s - a j o b w h i c h 
r e q u i r e s n e i t h e r j u d g e m e n t n o r s k i l l ( o n t h e p a r t o f t h e o f f i c e r s ) 
I t seemed t o me t h a t h i g h j o b s a t i s f a c t i o n h a d been u n i l a t e r a l l y 
r e m o v e d and had been r e p l a c e d by b e t t e r a c c o m m o d a t i o n and l e a v e 
p a t t e r n s - and t h e o f f i c e r s c o n c e r n e d w o u l d n o t a c c e p t t h i s 
a l t e r a t i o n . F u r ' t h e r d i s c u s s i o n s w i t h f i v e o f f i c e r s who h a d 
r e s i g n e d f r o m t h e company c o n f i r m e d t l i i s h u n c h . I t h e r e f o r e 
c h a n g e d t h e d i r e c t i o n o f t h e r e s e a r c h f r o m m e c h a n i z a t i o n a nd 
d a t a f l o w s t o w a r d s t h e n o t i o n s o f h a r m o n y and c o n f l i c t e x i s t i n g 
w i t h i n t h e s o c i a l , t e c h n i c a l a nd e c o n o m i c s y s t e m s i n s h i p p i n g 
c o m p a n i e s . 
Between May and J u l y 1 9 7 1 , I h e l d g r o u p d i s c u s s i o n s w i t h 93 
s e r v i n g s h i p s * o f f i c e r s o u t o f w h i c h I s t a r t e d t o t a b u l a t e 
t h e a p p a r e n t c h a r a c t e r i s t i c s o f t h e s o c i a l , t e c h n i c a l a n d 
e c o n o m i c s y s t e m s . Between A u g u s t and O c t o b e r 1971 , I s e l e c t e d 
and d e v e l o p e d t h e r e s e a r c h i n s t r u m e n t s i . e . t h e s u r v e y 
q u e s t i o n n a i r e and t h e Work K n v i r o n m e n t P r e f e r e n c e S c h e d u l e 
( t h e WEPS t e s t ) . B o t h i n s t r u m e n t s w e r e a p p l i e d t o a p i l o t 
s a m p l e o f 25 o f f i c e r s s t u d y i n g a t P l y m o u t h P o l y t e c h n i c a nd 
t h e i n s t r u m e n t s r e f i n e d . 
I m i s j u d g e d t h e i m p o r t a n c e o f t h e e x i s t e n c e o r n o n - e x i s t e n c e 
o f p e r s o n a l r e l a t i o n s h i p s b e t w e e n r e s e a r c h e r a n d r e s p o n d e n t s . 
I n t h e P l y m o u t h p i l o t s t u d y , 1 knew t h e r e s p o n d e n t s and t h e y 
knew me. The m u t u a l p o s i t i v e f e e l i n g s b e t w e e n us w e r e p r o b a b l y 
one f a c t o r w h i c h c a u s e d t h e m t o c o m p l e t e t h e q u e s t i o n n a i r e ; I 
p a i d i n s u f f i c i e n t a t t e n t i o n t o t h e s e f e e l i n g s a nd f e l l i n t o t h e 
t r a p o f t h i n k i n g t h a t a l l r e s p o n d e n t s w o u l o be e q u a l l y d i l i g e n t 
i n a n s w e r i n g a l l t h e q u e s t i o n s i n t h e l o n g s u r v e y q u e s t i o n n a i r e . 
The u l t i m a t e e f f e c t was t h a t my f i n a l s a m p l e s i z e was r e d u c e d , 
f o r 1 r e j e c t e d i n c o m p l e t e l y a n s w e r e d q u e s t i o n n a i r e s and I had 
t o make an e x c e s s i v e number o f f o l l o w - u p i n t e r v i e w s t o c o l l e c t 
t h e m i s s i n g d a t a . W i t h h i n d s i g h t I now know t h a t I s h o u l d h a v e 
u s e d a s h o r t e r q u e s t i o n n a i r e . 
I n November 1 9 7 1 , I commenced n e g o t i a t i o n s f o r r e s e a r c h a c c e s s , 
i n t o t w o c o m p a n i e s w h i c h I l i a v e r enamed Gem T a n k e r s and 
P o l y c h c m T a n k e r s . Gem T a n k e r s i s a l a r g e , l o n g - e s t a b l i s h e d 
t & n k e r s e c t i o n o f a m a j o r B r i t i s h o i l company w h i l e P o l y c h e m 
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T a n k e r s i s a s m a l l , y o u n g ( 4 y e a r s o l d ) c h e m i c a l t a n k e r 
company. Head o f f i c e s o f b o t h a r e i n London. 
My i n t e r p r e t a t i o n s o f t h e n e g o t i a t i o n s a r e : Gem T a n k e r s i s 
so l a r g e t h a t my p e n e t r a t i o n i n t o a l i m i t e d n umber o f s h i p s 
was n o t p e r c e i v e d as a p o t e n t i a l t h r e a t o r u p s e t t i n g f o r c e ; 
t h e t o p m a n a g e r s r e c o g n i s e d t h e e x t e n s i v e a m o u n t o f 
p r e p a r a t o r y w o r k I h a d done up t o t h e t i m e o f t h e n e g o t i a t i o n s ; 
a n d , most i m p o r t a n t o f a l l , t h e t o p m a n a g e r s o f Gem w e r e 
c o n f i d e n t t h a t t h e y h ad been f o l l o w i n g t h e r i g h t p e r s o n n e l 
p o l i c i e s f o r t h e i r s e a f a r e r s a n d , i n l i n e w i t h t h e i r g e n e r a l l y 
p o s i t i v e a t t i t u d e s t o w a r d s o u t s i d e o r g a n i z a t i o n s a n d 
i n v e s t i g a t o r s , t h e y f e l t t h a t g r a n t i n g me r e s e a r c h a c c e s s 
was a n o t h e r e x a m p l e o f t h e i r g e n e r a J e x e r c i s e o f s o c i a l 
r e s p o n s i b i l i t y . I f e l t t h a t t h e r e a s o n s f o r g e t t i n g r e s e a r c h 
a c c e s s i n t o P o l y c h e m w e r e somewhat d i f f e r e n t ; I n P o l y c h e m , I 
f o u n d t h e same p o s i t i v e a t t i t u d e s t o w a r d s r e s p o n s i b l e r e s e a r c h 
w o r k e r s hs'.I f o u n d i n Gem b u t , w i t h o n l y t h r e e s h i p s i n t h e i r 
f l e e t , t o p management o f P o l y c h c m was t a k i n g a much b i g g e r 
r i s k i n g r a n t i n g me r e s e a r c h a c c e s s - an i r r e s p o n s i b l e a p p r o a c h 
c o u l d have u p s e t t h e i r t o t a l s o c i a l s y s t e m ; b u t , m o s t i m p o r t a n t 
o f a l l , I t h i n k t h a t t h e r e a l r e a s o n f o r g e t t i n g r e s e a r c h 
a c c e s s i n t o P o l y c h e m was t h a t t o p management h a d d e l i b e r a t e l y 
e m b a r k e d on a p o l i c y o f t r y i n g t o i m p r o v e s h i p b o a r d o r g a n i z a t -
i o n a l s t r u c t u r e s and w o r k i n g p r a c t i c e s ^ a n d management was a 
l i t t l e d i s a p p o i n t e d t h a t t h i n g s h ad n o t w o r k e d o u t e x a c t l y 
as t h e y h ad w i s h e d . An o u t s i d e r e s e a r c h e r was p e r c e i v e d as 
one who m i g h t i d e n t i f y any e r r o r s i n t h e new p r a c t i c e s . 
H a v i n g g a i n e d a c c e s s t o two c o m p a n i e s , I p r e p a r e d f o r t h e 
v o y a g e s I was t o make by s u r v e y i n g and i n t e r v i e w i n g r a n d o m l y 
c h o s e n o f f i c e r s o u t s i d e Gem a n d P o l y c h e m . B e t w e e n December 1971 
and M a r c h 1 9 7 2 , s u r v e y q u e s t i o n n a i r e s and WEPS t e s t s w e r e 
a p p l i e d t o r a n d o m l y c h o s e n o f f i c e r s s t u d y i n g a t n a u t i c a l 
c o l l e g e s i o C . 25 d e c k o f f i c e r s a t P l y m o u t h ; 25 e n g i n e e r 
o f f i c e r s a t S o u t h a m p t o n ; a n d 25 c a t e r i n g o f f i c e r s a t L i v e r p o o l . 
A f t e r a p r e l i m i n a r y a n a l y s i s o f r e t u r n s , f o l l o w - u p i n t e r v i e w s : , 
w e r e h e l d w h e r e n e c e s s a r y . The r e s p o n s e r a t e s ( i o e . c o m p l e t e d 
f o r m s r e t u r n e d ) w e r e 25 r e t u r n e d f r o m P l y m o u t h ; 21 f r o m 
S o u t h a m p t o n ; and 16 f r o m L i v e r p o o l . 
Between A p r i l 1972 and J u n e 1 9 7 2 , s u r v e y q u e s t i o n n a i r e s and 
WEPS t e s t s w e r e s e n t t o 14 s h o r e m a n a g e r s - 7 i n Gem and 7 i n 
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P o l y c h e m . The r e s p o n s e r a t e s w e r e 1 0 0 % i n b o t h c o m p a n i e s 
f o r I was a b l e t o v i s i t t h e h e a d - o f f i c e s t o c o l l e c t t h e 
c o m p l e t e d i n s t r u m e n t s and t o i n t e r v i e w a nd o b s e r v e t h e 
r e s p o n d e n t s . 
The i n t e r v i e w s w i t h t h e r a n d o m l y c h o s e n o f f i c e r s a n d t h e 
s h o r e m a n a g e r s showed t h a t I h a d n o t been c a r e f u l e n o u g h 
i n my c h o i c e o f t e r m i n o l o g y i n t h e q u e s t i o n n a i r e . The 
e s s e n c e o f i n t e r v i e w s w i t h t h e o f f i c e r s was c l a r i f i c a t j.on -
I had u s e d w o r d s and p h r a s e s f r o m t h e b e h a v i o u r a l s c i e n c e s 
w i t h w h i c h t h e o f f i c e r s w e r e n o t t o t a l l y f a m i l i a r b u t , 
a f t e r e x p l a n a t i o n , t h e y w e r e a b l e t o r e s p o n d . I n t e r v i e w s 
w i t h t h e s h o r e m a n a g e r s w e r e q u i t e d i f f e r e n t ; v e r y l i t t l e 
or* no e x p l a n a t i o n was r e q u i r e d b u t , i n s t e a d , I was c a l l e d 
upon t o d e f e n d my u s e o f p a r t i c u l a r p h r a s e s w h i c h h a d been 
p e r c e i v e d , by t h e Gem m a n a g e r s , as a n a t t a c k on s h o r e 
m a n a g e r s i n g e n e r a l o I n g e n e r a l , t h e Gem m a n a g e r s d i s l i k e d 
my e x c e s s i v e u s e o f t h e w o r d " b u r e a u c r a c y " w h i l e t h e 
P o l y c h e m managers w h o l l y a p p r o v e d o f my u s e o f t h i s w o r d . 
The Gem m a n a g e r s d i s a p p r o v e d o f my ( p e r c e i v e d ) a t t a c k on 
t r a d i t i o n a l m e t h o d s w h i l e t h e P o l y c h e m m a n a g e r s a p p r o v e d . 
Gem m a n a g e r s s t r o n g l y d i s a p p r o v e d o f my s t a t e m e n t t h a t 
s h o r e m a n a g e r s were s e e n , by s e a f a r e r s , as " p o l i c e m e n " 
w h i l e P o l y c h e m m a n a g e r s a g r e e d t h a t t h i s p e r c e p t i o n was 
common i n o t h e r c o m p a n i e s . O v e r a l l , t h e Gem m a n a g e r s s u b j e c t i v e l y 
i n t e r p r e t e d my s t a t e m e n t s i n t h e q u e s t i o n n a i r e as b e i n g 
a p p l i e d t o Gem and t h e i r r e s p o n s e s f e l l i n t o t h e g e n e r a l 
c a t e g o r i e s o f "No, t h e s e f e a t u r e s do n o t e x i s t i n Gem" o r 
"Yes, t l i e s e f e a t u r e s u s e d t o e x i s t b u t we h a v e now c o r r e c t e d 
t h e m " - and t h e s u b s e q u e n t f i e l d w o r k a b o a r d t h e i r s h i p s 
b r o u g h t f o r t h d a t a w h i c h s u p p o r t e d t h e i r r e s p o n s e s . I n 
c o n t r a s t , t h e P o l y c h e m m a n a g e r s i n t e r p r e t e d t h e s t a t e m e n t s 
o b j e c t i v e l y and t h e i r r e s p o n s e s f e l l i n t o t h e one g e n e r a l 
c a t e g o r y o f " Y e s , t h e s e f e a t u r e s do e x i s t i n o t h e r c o m p a n i e s 
a n d we a r c d o i n g a l l we c a n t o i m p r o v e m a t t e r s i n t h i s 
company". 
The p e o p l e w i t h whom I e x p e r i e n c e d some d i f f i c u l t y w ere t h e 
P e r s o n n e l M a n a g e r s i n b o t h Gem and P o i y c h e m . The Gem p e r s o n n e l 
manager e x p r e s s e d supreme c o n f i d e n c e i n t h e c h a n g e s he h a d 
made and i n t h e p o l i c i e s Gem was p u r s u i n g ; he may h a v e f e l t 
t h e r e s e a r c h programme c o n d u c t e d by a s o l o r e s e a r c h e r -
c o u l d n o t t h r o w up any new f a c t s a b o u t Gem T a n k e r s , On t h e 
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o t h e r h a n d , t h e p e r s o n n e l manager i n P o l y c h e m was i n 
t h e p r o c e s s o f i n t r o d u c i n g and t r y i n g o u t new p e r s o n n e l 
p o l i c i e s a i i d I t h i n k he saw me as an u n w a n t e d , p o t e n t i a l 
t h r e a t t o t h e d e v e l o p m e n t a J p r o g r e s s o f t h e company a n d , 
p o s s i b l y , t o h i s own p o s i t i o n w i t h i n P o l y c h e m . 
D u r i n g t h e v i s i t s t o t h e h e a d - o f f i c e s , t w o s h i p s i n e a c h 
company w e r e s e l e c t e d f o r t h e s e a g o i n g p h a se o f t h e f i e l d 
w o r k and t h e r e s e a r c h i n s t r u m e n t s w e r e p o s t e d o u t t o t h e 
o f f i c e r s a t t h e i r s h i p s * l a s t p o r t s o f c a l l b e f o r e r e t u r n i n g 
t o t h e U n i t e d K'ingdom. 
A l l f o u r s h i p s w e r e v i s i t e d b e t w e e n J u l y a nd S e p t e m b e r 1 9 7 2 , 
D u r i n g t h e v i s i t s and v o y a g e s I c o l l e c t e d t h e c o m p l e t e d 
q u e s t i o n n a i r e s and VVEPS t e s t s , i n t e r v i e w e d t h e r e s p o n d e n t s , 
e n t e r e d i n t o g e n e r a l d i s c u s s i o n s a t i n f o r m a l s o c i a l 
g a t h e r i n g s and g e n e r a l l y o b s e r v e d b e h a v i o u r o f i n d i v i d u a l s 
a n d g r o u p s on e a c h s h i p . As was t o be e x p e c t e d , I was t r e a t e d 
w i t h an i n i t i a l d e g r e e o f s u s p i c i o n on e a c h s h i p f o r I was 
p e r c e i v e d as a m i x t u r e o f "someone f r o m t h e o f f i c e " a n d a 
s o c i a l s c i e n t i s t w i t h h i s h e a d l o s t i n a c a d e m i c c l o u d s . 
A g a i n , as was t o be e x p e c t e d a n d as has been r e p o r t e d by 
o t h e r s o c i a l r e s e a r c h e r s who have v i s i t e d s h i p s , I was 
t e s t e d o u t o v e r a b o t t l e o f w h i s k y w i t h i n m i n u t e s o f b o a r d i n g 
e a c h s h i p . My s e a f a r i n g b a c k g r o u n d s t o o d me i n g o o d s t e a d 
anc^ once I was r e c o g n i s e d as an e x - s e a f a r e r who f u l l y a d o p t e d 
t h e l a n g u a g e , mores and v a l u e s o f s e a f a r e r s , t h e m o s t p o s i t i v e 
r e l a t i o n s h i p s d e v e l o p e d . My one h o p e , i n w r i t i n g t h i s r e p o r t , 
i s t h a t I have n o t a b u s e d t h e k i n d n e s s and f r i e n d s h i p e x t e n d e d 
t o me by t h e s e a f a r e r s on a l l f o u r s h i p s . 
I n November and December 1972 I p r e p a r e d t h r e e i n t e r i m r e p o r t s 
c o v e r i n g t h e o v e r a l l o b s e r v a t i o n s , t h e t e c h n i c a l s y s t em and 
t h e e c o n o m i c s y s t e m . These w e r e - s e n t t o a l l r e s p o n d e n t s i n 
Gem -and P o l y c h e m w i t h t h e a i m o f e l i c i t i n g f u r t h e r r e s p o n s e s . 
These r e s p o n s e s w e r e v a l u a b l e f o r , now, b o t h t h e Gem and 
P o l y c h e m p e o p l e e v a l u a t e d a l l I s a i d s u b j e c t i v e l y a n d , i n 
l e t t e r s , t e l e p h o n e c a l l s , i n t e r v i e w s w i t h respondcMits on 
l e a v e and d u r i n g f u r t h e r v i s i t s t o t h e h e a d - o f f i c e s , I was 
g i v e n an i n s i g h t i n t o i n d i v i d u a l l y p e r c e i v e d " r e a l i t i e s " o f 
t h e i r c o m p a n i e s ; t h a t i s , e a c h man e v a l u a t e d w h a t I s a i d a b o u t 
h i s company a g a i n s t h i s ov;n p e r s o n a l y a r d s t i c k . I t was a t t h i s 
p o i n t t h a t I became c o n v i n c e d t h a t t h e r e a r e no a b s o l u t e s by 
w h i c h one may d e s c r i b e t h e r e a l i t y o f a s h i p p i n g c ompany -
t l i ere a r e o n l y r e l a t i v e s . 
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I n my h a s t e t o g e t o u t t h e i n t e r i m r e p o r t s ( i n o r d e r t o 
g e t t h e s u b j e c t i v e r e s p o n s e s ) I c o m m i t t e d a b l u n d e r w h i c h 
s e v e r e l y damaged my r e l a t i o n s h i p w i t h P o l y c h e m . I g a v e t o o 
much w e i g h t t o t h e s t a t e d v i e w s o f t h e s e a f a r e r s a n d , i n 
b e c o m i n g e m o t i o n a l l y i n v o l v e d w i t h t h e m ( i n s t e a d o f r e m a i n i n g 
c l i n i c a l l y o b j e c t i v e ) , I i m p l i e d i n one o f my i n t e r i m 
r e p o r t s t h a t s h o r e management h a d u n i l a t e r a l l y b r o k e n t h e 
p s y c h o l o g i c a l c o n t r a c t s t h e y h a d e n t e r e d i n t o w i t h t h e i r 
s e a f a r e r s . L a t e r , and more d e t a i l e d , a n a l y s i s o f t h e c o l l e c t e d 
d a t a r e v e a l e d t h a t , i n a d v e r t i s i n g t l i a t " P o l y c h e m i s b e t t e r 
b e c a u s e i t i s d i f f e r e n t " , t h e P o l y c h e m m a n a g e r s h a d t a k e n on 
an i m p o s s i b l e t a s k j f o r e a c h one o f t h e i r s e a f a r e r s w a n t e d 
d i f f e r e n t t h i n g s t o be d i f f e r e n t ^ n d some t h i n g s t o r e m a i n 
t h e same as i n t h e i r p r e v i o u s c o m p a n i e s . P o l y c h e m m a n a g e r s 
w e r e h u r t by w h a t I w r o t e a nd t h e r e i s p r o b a b l y n o t h i n g I 
c a n do t o r e d r e s s t h e s i t u a t i o n . 
D e t a i l e d a n a l y s i s o f t h e c o l l e c t e d d a t a and r e p o r t w r i t i n g 
h a v e o c c u p i e d t h e t i m e f r o m M a r c h 1973 t o d a t e . 
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CHAPTER 5 : THE RESEARCH FIELD 
I m p o r t a n t n o t c . The p h r a s e s " t e c h n i c a l s o u n d n e s s " a n d 
" t e c h n i c a l f r a g i l i t y " u s e d i n t h i s r e p o r t a r e i n no way 
t o be t a k e n as my comments on t h e s e a w o r t h i n e s s o r 
c a r g o w o r t h i n e s s o f p a r t i c u l a r s h i p s . " T e c h n i c a l f r a g i l i t y " 
h a s been u s e d t o d e s c r i b e s h i p s w h i c h h a v e c e r t a i n p i e c e s 
o f e q u i p m e n t o u t o f c o m m i s s i o n o r w h i c h f r e q u e n t l y e x p e r i e n c e 
b r e a k d o w n s . T e c h n i c a l s o u n d n e s s l i e s a t t h e o p p o s i t e end 
o f t h e s c a l e t o t e c h n i c a l f r a g i l i t y . 
Pe f i n i t i o n s 
'^^^ u n i t o f a n a l y s i s i n t h i s p r ogramme was t h e o f f i c e r g r o u p 
a b o a r d i n d i v i d u a l s h i p s ; a t t e n t i o n was p a i d t o t h e r e l a t i o n -
s h i p s b e t w e e n t h e g r o u p and m a n a g e r s a s h o r e i n h e a d - o f f i c e , 
and t o t h e i n t e r p e r s o n a l r e l a t i o n s h i p s b e t w e e n i n d i v i d u a l 
members o f e a c h g r o u p o f o f f i c e r s . 
^ b e h a v i o u r a l s y s t e m i s a c o n c e p t u a l o r p h y s i c a l e n t i t y 
c o n s i s t i n g o f i n t e r - d e p e n d e n t p a r t s w h i c h t o g e t h e r c a n d i s p l a y 
a c t i v i t y . ( A c k o f f 1 9 6 0 ) . 
The p a r t s o f a b e h a v i o u r a l s y s t e m may c o n s i s t o f p h y s i c a l 
o b j e c t s , i n d i v i d u a l s , g r o u p s and " o f f i c e s " . " O f f i c e s " a r e 
o r g a n i z a t i o n a l p o s i t i o n s o c c u p i e d by i n d i v i d u a l s , e x a m p l e s 
b e i n g " M a s t e r " , " B o s u n " , " P e r s o n n e l M a n a g e r " , e t c . 
P h y s i c a l o b j e c t s , i n d i v i d u a l s , g r o u p s and o f f i c e s may have 
f e a t u r e s w h i c h a r e t h e ( u s u a l l y ) m e a s u r a b l e c h a r a c t e r i s t i c s 
o f t h e t h i n g , i n d i v i d u a l , g r o u p o r o f f i c e . F o r e x a m p l e , i f 
a s h i p c a n c a r r y 12,000 t o n s o f c a r g o and s t e a m a t 14 k n o t s , 
t h e s e a r e t h e f e a t u r e s o f t h a t s h i p ; o r i f a man h a s been a t 
sea f o r 20 y e a r s and h o l d s a M a s t e r * s c e r t i f i c a t e , t h e s e a r e 
t h e f e a t u r e s o f t h a t man.. T o g e t h e r , a l l t h e f e a t u r e s o f a l l 
t h e t h i n g s and o t h e r p e o p l e make up t h e O b j e c t i v e E n v i r o n m e n t 
o f a p e r s o n ( K a h n e t a l 1 9 6 4 ) . 
Kahn and h i s c o - w o r k e r s a l s o d r e w a t t e n t i o n t o t h e P s y c h o l o g i c a l 
E n v i r o n m e n t o f a p e r s o n . T h i s c o n s i s t s o f t h e c o n s c i o u s a nd 
u n c o n s c i o u s r e p r e s e n t a t i o n s o f t h e O b j e c t i v e E n v i r o n m e n t . T h i s 
i s i n l i n e w i t h t h e n o t i o n s p u t f o r w a r d by H e r b s t a n d o t h e r s 
a b o u t e a c h p e r s o n ' s b e h a v i o u r a l w o r l d o A t t r i b u t e s a r e s u b j e c t i v e 
q u a l i t i e s g i v e n t o a t h i n g , an e v e n t o r t o a n o t h e r p e r s o n a n d , 
b e c a u s e t h e y a r e s u b j e c t i v e , t h e y may change o v e r t i m e . F u r t h e r -
m o r e , t h e same t h i n g may be g i v e n q u i t e d i f f e r e n t a t t r i b u t e s by 
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d i f f e r e n t p e o p l e . F o r e x a m p l e , i f a s h i p i s o l d a n d 
f r e q u e n t l y b r e a k s down, she may be d e s c r i b e d by one man 
as "a b l o o d y w r e c k " and by a n o t h e r as " t h e h a p p i e s t s h i p 
i * v e e v e r been o n " . B o t h a r e a t t r i b u t e s a s c r i b e d t o t h e same 
s h i p . No j u d g e m e n t s o f ' r i g h t * a nd ' w r o n g ' may be a s c r i b e d 
t o t h e s e a t t r i b u t e s by an o u t s i d e o b s e r v e r - f o r t h e s e a r e 
t h e q u a l i t i e s as p e r c e i v e d a nd e x p e r i e n c e d by i n d i v i d u a l s . 
B o t h f e a t u r e s and a t t r i b u t e s may c h a n g e o v e r t i m e a nd t h e 
e f f e c t s o f h i s t o r i c a l d e v o l o p m o n t c a n n o t be i g n o r e d i n any 
a t t e m p t t o e x p l a i n s y s t e m b e h a v i o u r . 
When f e a t u r e s and a t t r i b u t e s m a t c h , h a r m o n y may e x i s t ( w i t h i n 
t h e i n d i v i d u a l ) b u t c o n f l i c t i s e x p e r i e n c e d when f e a t u r e s and 
a t t r i b u t e s do n o t ma t c h o r when an i n d i v i d u a l g i v e s - o r n e e d s 
t o g i v e - t w o o p p o s i n g a t t r i b u t e s t o t h e same t h i n g o r p e r s o n . 
I n o r d e r t o p r e s e r v e a n o n y m i t y , f i c t i o u s names h a v e . b e e n g i v e n 
t o t h e c o m p a n i e s , s h i p s a nd i n d i v i d u a l s i n v o l v e d i n t h i s 
r e s e a r c h p r o g r a m m e . 
The f i e l d o b s e r v a t i o n s w e r e c o n d u c t e d i n : -
( 1 ) The GEM TANKER FLI-ET ( w h i c h was t h e t a n k e r s e c t i o n o f t h e 
Gem O i l Company) w i t h i n w h i c h w e r e t h e t w o Gem s h i p s 
v i s i t e d - t h e moV. "MICA"and t h e m^v. "QUARTZ" 
( 2 ) The POLYCHEM TANKER COMPANY w i t h i n w h i c h w e r e t h e two 
P o l y c h e m s h i p s v i s i t e d - m.v. "JOAN"and m.v. "NADTA" 
I n t h e p a g e s w h i c h f o l l o w , a s u m m a r i s e d d e s c r i p t i o n i s g i v e n 
o f t h e f e a t u r e s and a t t r i b u t e s o f t h e c o m p a n i e s and s h i p s 
i n v o l v e d i n t h i s p rogramme. 
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T a b l e 5 o l : P r e d o m i n a n t F e a t u i ' e s o f t h e two c o m p a n i e s 
GEM TANKERS POLYCIIEM TANKERS 
T e c l i n i c a l f e a t u r * e s 
Company s i z e V e r y l a r g e V e r y s m a l l 
Company age Over 50 y e a r s U n d e r 5 y e a r s 
Number o f s h i p s O ver 100 owned 
p l u s 2 00 c h a r t e r e d 
D e g r e e o f d i v e r s i f i c a t i o n 
o f s h i p s - by t y p e 
- by s i z e 
- by age 
N i l 
H i g h 
H i g h 
N i l 
Low 
H i g h 
C o m m o d i t i e s c a r r i e d M i n e r a l o i l s E d i b l e o i l s & 
c h e m i c a l s 
P l a n n e d f l e e t e x p a n s i o n S m a l l & s l o w L a r g e & r a p i d 
T e c h n i c a l s e r v i c e 
p r o d u c e d 
a ) C a r r i a g e o f 
c r u d e f r o m w e l l s 
t o r e f i n e r i e s . 
b ) D i s t r i b u t i o n o f 
r e f i n e d p r o d u c t s 
t o d e p o t s . 
A l l p o r t t e r m i n a l s 
a r e Gem owned o r 
Gem c o n t r o l l e d . 
C a r r i a g e o f 
many t y p e s o f 
l i q u i d s b e t w e e n 
many d i f f e r e n t 
p o r t s none o f 
w h i c h a r e 
owned o r 
c o n t r o l l e d by 
P o l y c h e m . 
P i * e d o m i n a n t m e a s u r e o f 
t e c h n i c a l e f f i c i e n c y . 
H i g h s p e e d l o a d i n g 
a n d d i s c h a r g i n g i n 
p o t . 
Non-con t a m i n a t i o n 
o f c a i ^ g o e s . 
Types o f v o y a g e s N e a r J y a l w a y s 
a l t e r n a t e l o a d e d 
and b a l l a s t 
p a s s a g e s ; t a n k s 
c l e a n e d a t sea 
N e a r l y a l w a y s 
l o a d e d p a s s a g e s ; 
t a n k s o f t e n 
c l e a n e d i n p o r t 
by s h o r e l a b o u r . 
E conomic f e a t u r e s 
I m m e d i a t e c u s t o m e r o f 
t h e t e c h n i c a l s e r v i c e 
p r o d u c e d by s h i p s . 
V a r i o u s d i v i s i o n s 
o f t h e p a r e n t o i l 
company 
Many d i f f e r e n t 
s h i p p e r s and 
r e c e i v e r s ( a l l 
e X t e r n a 1 ) . 
S o u r c e o f f i n a n c e From p a r e n t o i l 
company b u t 
u l t i m a t e l y f r o m 
s a l e o f r e f i n e d 
p r o d u c t s t o o i l 
u s e r s ( e x t e r n a l ) 
f r e i g h t s From, 
p a i d by u s e r s o f 
sea t r a n s p o r t 
s e r v i c e , and bank 
l o a n s . 
F i n a n c i a l s t r e n g t h i n 
t e r m s o f : 
t o t a l a s s e t s 
— c o m m e r c i a l s u c c e s s 
o v e r many y e a r s 
- a b i l i t y t o i n f l u e n c e 
p r o d u c t p r i c e s 
V e r y h i g h 
V e r y h i g h 
F a i r l y h i g h 
V e r y l o w 
Low:Company s t i l l 
v e r y y o u n g 
Z e r o : F r e e m a r k e t 
f o r c e s . 
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T a b l e 5.1 ( c o n t d ) 
GEM TANKERS rpOLYCHEM TANKERS 
Econ o m i c f e a t u r e s ( c o n t d ) 
C o m p e t i t e r s i n t h e f i e l d 
o f u l t i m a t e p r o d u c t s o l d 
O t h e r o i l 
c ompan i e s 
O t h e r s h i p p i n g 
c o m p a n i c s 
C o m p e t i t i v e e n v i r o n m e n t 
o f u l t i m a t e p r o d u c t s o l d 
Fa i r i y s t a b l e T u r b u l e n t a n d 
1 r a p i d l y c h a n g i n g . 
C o m p e t i t o r s i n t h e sea 
t i ' a n s p o r t s e r v i c e p r o d u c e d 
S h i p s on c h a r t e r 
t o Gem O i l 
1 O t h e r sh i p p i n g 
1 c o m p a n i e s . 
D e gree to w h i c h t a n k e r 
f l e e t i s e x p o s e d t o 
ex t e r n a 1 commod i t y 
f l u e t u a t i o n s 
Low: The v o y a g e 
c h a r t e r e d s h i p s 
a c t as a f i r s t -
l i n e b u f f e r . 
V e r y h i g h 
[ S o c i a l f e a t u r e s 
hNumber o f s e a f a r e r s Over 2,000 U n d e r 200 
|of f i c e r s 1 E u r o p e a n E u r o p e a n 
iRa t i n g s 1 E u r o p e a n & A s i a n A l l A s i a n 
iNumber o f s h o r e s t a f f 
i a s s o c i a t e d w i t h t h e 
1 t a n k e r f l e e t 
O ver 200 U n d e r 20 
[ S o u r c e o f o f f i c e r s M a i n J y c a d e t s 
r e c r u j t e d 
d i r e c t l y f r o m 
s e c o n d a r y s c h o o l s ; 
f e w e x p e r i e n c e d 
men f r o m o t h e r 
c o m p a n i e s . 
A l l e x p e r i e n c e d 
men r e c r u i t e d 
f r o m o t h e r 
c o m p a n i e s 
Compa ny t r a i n i n g 
r e s o u r c e s i n t e r m s o f : 
- t r a i n i n g b u d g e t 
j - t r a i n i n g p e r s o n n e l 
- c a r e e r d e v e l o p m e n t 
programme 
H i g h 
Many 
W e l l d e v e l o p e d 
Low 
One 
P a r t l y d e v e l o p e d 
T o t a l w e l f a r e - p e n s i o n 
f u n d s , s o c i a l c l u b s , e t c . 
V e r y h i g h l y 
d e v e l o p e d 
N o t y e t d e v e l o p e d 
Company r e p u t a t i o n i n 
s c h o o l s and o t h e r a r e a s 
o f r e c r u i t m e n t . 
V e r y h i g h N o t y e t d e v e l o p e d 
C o n t r o J . f e a t u r e s 
P l a n n i n g i n t e g r a t e d 
move men t s & s c t i e d u l i n g 
o f s h i p S c 
E x c e e d i n g l y h i g h 
demands p l a c e d on 
p l a n n e r s o p e r a t i ng 
so l a r g e a f l e e t 1 
Low l e v e l o f 
v o y a g e I n t e g r a t i o n 
b e t w e e n t h e 3 
s h i p s ; e a c h v o y a g e 
s e e n as s e p a r a t e 
u n i t 
P l a n n i n g h o r i z o n f o r new-
b u i l d i n g s & s c r a p p i n g s 
V e r y l o n g | R e l a t i v e l y s h o r t 
PJ.anning h o r i z o n f o r 
s t a f f d e v e l o p m e n t a nd 
I p r o m o t i o n s . 
Long t e r i p I m m e d i a t e and 
l o n g t e r m . 
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T a b l e 5.1 ( c o n t d ) 
C o n _ t r o l f e a t u r e s ( c o n t d ) 
C h e c k i n g sea s t a f f f o r 
r e a s o n s o f l i m i t a t i o n o f 
l i a b i l i t y 
M o n i t o r i n g o f s h i p s * 
t e c h n i c a l p e r f o r m a n c e 
H e a d - o f f i c e d e c i s i o n 
m a k i n g p r o c e s s e s on 
- da3'-to-day o p e r a t i o n s 
- c o r p o r a t e p o l i c y 
g a n i z a t i o n a l f e a t u e s 
O v e r a l l a u t h o r i z a t i o n 
f I" o in 
S t a g e o f o r g a n i z a t i o n a l 
d e v e l o p m e n t ( B o s 1 9 6 0 ) 
O r g a n i z a t i o n a l s t a b i l i t y 
Type o f o r g a n i z a t i o n 
C a r e e r p r o s p e c t s o f 
i n d i v i d u a l sea and s h o r e 
p e r s o n n e l . 
J o b s e c u r i t y o f s h o r e 
m anagers 
GEJM TANKERS POLYCHEM TANKERS 
E f f e c t e d E f f e c t e d 
H i g h l y d e v e l o p e d N o t y e t f u l l y 
d e v e l o p e d . 
Ra p i d 
V e r y s l o w 
Ra p i d 
R a p i d 
• 
P a r e n t o i l 
c ompany 
2 p a r e n t l i n e r 
compan i e s 
E n e r g i n g f r o m t h e 
* sc i e n t i f i c manage -
ment i n t o t h e 
' i n t e g r a t i o n ' p h a s e 
S t i l l i n t h e 
* p i o n e e r i n g ' 
pha se. 
V e r y s t a b l e S e t t l i n g down 
M e c h a n i s t i c o v e r -
a l l b u t w i t h t h o s e 
p a r t s c o n c e r n e d 
w i t h d a i l y o p e r a t -
i o n s more 
o r g a n i s m i c 
H i g h l y 
o r g a n i s m i c b u t 
a b o u t t o e n t e r 
m e c h a n i s t i c 
s t y I C o 
P a r t l y d e p e n d e n t 
on i n s t i t u t i o n a 1 
p e r f o r m a n c e a nd 
p a r t l y on l e n g t h 
o f s e r v i c e ; 
a v e n u e s open t o 
d e v e l o p s p e c i a l i s t 
o r g c n e r a l i s t 
m a n a g e r i a l s k i l l s 
j j o b s e c u r i t y 
s t a f f 
o f sea 
A l m o s t i n d e p e n d e n t 
o f p e r f o r m a n c e o f 
i n d i v i d u a l s e a l ' a r -
e r s ; more d e p e n d -
e n t on p o l i c y o f 
p a r e n t o i l company 
H i g h l y d e p e n d e n t 
on p o l i c y o f p a r e n t 
E f f e c t s o f c o l l e a g u e s 
i n d i v i d u a l ' s j o b 
s e c u r i t y . 
on 
o i l company-
i n d e p e n d e n t 
p e r f o r m a n c e 
s h o r e s t a f f 
o f 
o f 
WholJ.y d e p e n d e n t 
on c o m m e r c i a l 
s u c c e s s o f w h o l e 
company and on 
f l e e t e x p a n s i o n ; 
a v e n u e s f o r 
g e n e r a l i s t s k i l l s 
o n l y . 
H i g h l y d e p e n d e n t 
on p e r f o r m a n c e o f 
sea s t a f f and on 
c o m m e r c i a l 
s u c c e s s o f 
company. 
H i g h l y d e p e n d e n t 
on p e r f o r m a n c e o f 
a l m o s t ! c o m m e r c i a l 
m a n a g e r s i n g e t t i n g 
? c a r g o e s ; p a r t l y 
d e p e n d e n t on 
p e r f o r m a n c e o f 
s h o r e o p e r a t i o n a l 
s t a f f 
A l m o s t i n d e p e n d e n t 
o f p e r f o r m a n c e o f 
i n d i v i d u a l 
c o l l e a g u e s 
H i g h l y d e p e n d e n t 
p e i * f o r m a n c e o f 
i n d i v i d u a 1 
J COJ l e a g u e s 
on 
T a b l e 5.1 ( c o n t d ) 
GEM TANKERS POLYCHEM TANKERS 
O r g a n i z a t i o n a l f e a t u r e s ^ 
con t i n u e d ) 
P r o m o t i o n o f s h o r e s t a f f 
d e p e n d e n t upon p e r f o r m a n c e 
o f sea s t a f f 
P r o m o t i o n 
d e p e n d e n t 
o f s h o r e s t a f f 
o f sea s t a f f 
upon p e r f o r m a n c e 
R e l a t i o n s h i p s b e t w e e n 
s h o r e s t a f f and s e n i o r 
s h i p s * o f f i c e r s 
L e n g t f i o f s e r v i c e i n 
s h i p p i n g 
- o f s h o r e s t a f f 
- o f sea s t a f f 
L e n g t h o f s e r v i c e 
p r e s e n t company 
- o f s h o r e s t a f f 
- o f sea s t a f f 
a.n 
Company's R u l e s 
{ R e g u l a t i o n s . 
ana 
C o s t and r e v e n u e 
i n f o r m a t i o n g i v e n t o 
s h i p s ' o f f i c e r s 
P r e d o m i n a n t 
c r i t e r i o n 
p e r f o r m a n c e 
A l m o s t i n d e p e n d e n t ; 
i n d i v i d u a l a b i l i t y 
i s m a i n p r o m o t i o n a l 
c o n s i d e r a t i o n 
among s h o r e s t a f f . 
A l m o s t i n d e p e n d e n t 
a) I n d a y - t o - d a y 
f l e e t m anagement, 
h i g h l y c o l l e g i a l , 
b ) N o n -c o 11 e g i a 1 
b e t w e e n sea s t a f f 
a n d s p e c i a l i s t 
d e p a r t m e n t s d e a l i n g 
w i t h I p n g - t e r m 
a f f a i r s . 
13 - 30 y e a r s 
0 - 4 0 y e a r s 
13 - 30 y e a r s 
0 - 3 0 y e a r s 
(A h i g h p r o p o r t i o n 
o f sea and s h o r e 
s t a f f h a v e been i n 
Gem T a n k e r s f o r 
a l l t h e i r w o r k i n g 
l i v e s ) . 
H i g h l y d e p e n d e n t ; 
t e a m s u c c e s s t a k e s 
p r e c e d e n c e ovei^ 
i n d i v i d u a l 
a b i l i t i e s . 
H i g h l y d e p e n d e n t 
H i g h l y c o l l e g i a l 
i n b o t h s h o r t -
a n d l o n g - t e r m 
a f f a i r s , 
10 - 30 y e a r s 
3 - 30 y e a r s 
« 2 ^ 
\ -
A y e a r s 
3 y e a r s 
E x t e n s i v e and 
c o m p r e h e n s i v e ; an 
o l d , w e l l — t e s t e d 
c o d i f i e d body o f 
t a n k e r k n o w l e d g e , 
E x t e n s i v e a nd 
c o m p r e h e n s i v e ; 
b u t , as y e t , a 
new and u n t e s t e d 
s e t o f r u l e s and 
r e g u J a t i o n s , 
A l m o s t n i l , o r 
o u t o f d a t e . 
C o m p a r i s o n w j . t h 
' r e p l a c e m e n t c o s t 
p e r day* 
( s e e f o o t n o t e ) 
C o m p l e t e a nd u p -
t o - d a t e f i g u r e s 
g i v e n t o o f f i c e r s 
a t end o f e a c h 
v o y a g e , 
P r o f i t - f r o m 
r e v e n u e m a x i m i -
z a t i o n and c o s t 
I m i n i m i z a t i o n . 
F o o t n o t e : * R e p l a c e m e n t c o s t p e r day* i s an a b s t r a c t n o t i o n u s e d 
by m a j o r o i l c o m p a n i e s ; i t h a s n o t h i n g t o do w i t h a c t u a l 
o p e r a t i n g c o s t s . I t i s t h e d a i l y c h a r t e r r a t e t h e o i l company 
w o u l d have t o pay f o r a v o y a g e c h a r t e r e d s h i p o f e q u i v a l e n t 
s i z e t o t h e s h i p i n q u e s t i o n . T h u s , o w i n g t o f l u c t u a t i o n s i n 
t h e v o y a g e c h a r t e r m a r k e t , t h e r e p l a c e m e n t c o s t p e r day may be 
w e l l above o r w e l l b e l o w t h e 
s h i p . Abuse o f t h i s n o t i o n c f 
p o i n t o f s i g n i f i c a n c e d u r i n g t h e 
a c t u a l r u n n i n g c o s t s o f t h e owned 
r e p l a c e m e n t c o s t s e m e r g e d as a 
f i e l d w o r k . 
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ATTRIBUTES 
As was m e n t i o i \ e d e a r l i e r , i n d i v i d u a l and g r o u p b e h a v i o u r 
i s d e t e r m i n e d p a r t l y by t h e a c t u a l f e a t u r e s o f o b j e c t s and 
o t h e r p e o p l e , and p a r t l y by t h e s u b j e c t i v e a t t r i b u t e s g i v e n 
t o t h e s e o b j e c t s and o t h e r s . 
The c o n s e n s u s o f a t t r i b u t e s c o J J e c t e d d u r i n g t h e f i e l d w o r k 
may be s u m m a r i s e d as f o l J o w s : -
TECllNICAL ATTRIBUTES (GEM) 
Gem s h o r e s t a f f see t h e Gem f l e e t as a l a r g e num.bcr o f s h i p s 
w h i c h v a r y i n s i z e , c l a s s and age b u t w h i c h , i n g e n e r a l , a r e 
a d e q u a t e l y d e s i g n e d and m a i n t a i n e d t o m.eet t h e sea t r a n s p o r t 
demands o f t h e p a r e n t o i l compar.y. They p e r c e i v e d i f f e r e n t 
d e g r e e s o f chaJ.lenge i n t h e v a r i o u s t r a d e s and t y p e s o f s h i p s ; 
f o r c x a m p J e , t h e y see t h e VLCC's as v e r y i m p o r t a n t . u n i t s o f 
t h e f l e e t w h i c h h o l d o u t moi^e c h a l l e n g e t o t h e e n g i n e e r - t h a n 
t o t h e d e c k - o f f i c e r s . The h a r d e s t w o r k i n g s h i p s a r e s e e n as 
t h o s e e n g a g e d i n t h e d i s t r i b u t i o n o f r e f i n e d p r o d u c t s , 
e s p e c i a l l y i n t h e s h o r t sea t r a d e s . These s h o r e m a n a g e r s 
see the t e c h n i c a l s u p p o r t s e r v i c e s s u p p l i e d by t h e m t o t h e 
s l i i p s as b e i n g a d e q u a t e t o meet t h e demands o f t h e t r a d e , // 
sea s t a f f i n Gem g e n e r a l l y h o l d t h e same p e r c e p t i o n s o f 
t h e o v e r a l l t e c h n i c a l s y s t e m as h e l d by tl»e s h o r e m a n a g e r s , 
b u t t h e sea s t a f f a d d a number o f a t t r i b u t e s w h i c h a r e 
i m p o r t a n t t o them as t h e j i e o p l e who h a v e t o s a i l i n t h e 
S h i p s : Amonci: t h e p e o p l e i n t e r v i e w e d , t h e VLCC's w e r e s e e n 
a s h i g h l y u n a t t r a c t i v e s h i p s . T e c h n i c a l s o u n d n e s s v e r s u s 
t e c h n i c a l f r a g i l i t y a r e f u r t h e r i m . p o r t a n t a t t r i b u t e s g i v e n t o 
s p e c i f i c s h i p t ; by s e a f a r e r s . W i t h i n one c l a s s o f s i s t e r s h i p s , 
one s i t i p may be a t t r i b u t e d w i t h s o u n d n e s s f o r , i t i s b e l i e v e d , 
she n e v e r b r e a k s down w l i i l c a n o t h e r s h i p i n t h e same c l a s s i s 
seen as a ' w r e c k ' w h i c h f r e q u e n t J y b r e a k s down. The s o u n d n e s s -
f i ^ a g . i l i t y l a b e l g i v e n t o o t h e r s h i p s i s more o f t e n e x p l a i n e d 
i n tei^ms o f i t s h i s t o r y , r i g h t f r o m t h e t i m e o f b u i l d , t h a n 
i n t e r m s o f t h e p e o p l e c u r r e n t l y s e r v i n g i n t h e m . The sea 
s t a f f do n o t a t t r i b u t e t o t a l a d e q u a c y t o t h e t e c h n i c a l 
s u p p o r t g i v e n t o t h e m by t h e s h o r e s t a f f ; and t h e y a t t r i b u t e 
t h e c o m p u t e r i s e d p e r f o r m a n c e m o n i t o r i n g o f s h i p s a t h e a d - o f f i c e 
w i t h a t o t a l i n a b i l i t y t o make a d e q u a t e a l l o w a n c e f o r t h e 
n a t u r a l d e g r a d a t i o n o f t e c h n i c a l p e r f o r m a n c e as t h e s h i p s 
g r o w o l d e r . 
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ECONOMIC ATTRIBUTES (GEM) 
The Gem s h o r e s t a f f p e r c e i v e t h e i r p a r e n t o i l c o m p a n y as 
f i n a n c i a l l y s t r o n g b u t u n d e r p o t e n t i a l t h r e a t f r o m p o l i t i c a l 
f o r c e s i n b o t h t h e o i l p r o d u c i n g a n d c o n s u m i n g c o u n t r i e s . They 
r e c o g n i s e t h a t t h e p a r e n t company h a s t o make a p r o f i t a n d , 
so f a r as t h e p a r e n t i s p r o f i t l e v e l may be r e d u c e d by e x c e s s i v e 
t a n k e r c o s t s , t h e y see t h e b i g g e s t t h r e a t t o t h e s u r v i v a l o f 
Gem T a n k e r s as c o m i n g f r o m t h e i n a b i l i t y t o h o l d t a n k e r 
o p e r a t i n g c o s t s down t o a r e a s o n a b l e l e v e l . ( N o t e : The f i e l d 
w o r k was c o n c ' u c t e d d u r i n g a p e r i o d when r e p a i r c o s t s h a d 
r i s e n by 4 3 ^ a n d wages by 3 0 % ; i t was a t i m e o f d e p r e s s e d 
c h a r t e r r a t e s w i t h t h e r e s u l t t h a t ' r e p l a c e m e n t c o s t s p e r 
day' w e r e w e l l b e l o w a c t u a l r u n n i n g c o s t s ) . 
The Gem sea s t a f f a r e b u f f e r e d f r o m t h e c o m m e r c i a l r e a l i t i e s 
o f t l ^ c o u t s i d e w o r l d and p e r c e i v e t h e c o n t i n u e d f i n a n c i a l 
s t r e n g t h o f Gem O i l as a l m o s t t h e m a n i f e s t a t i o n o f a n a t u r a l 
l a w ; t h e y know t h a t Gem O i l must make a p r o f i t b u t t h e y t a k e 
a l l e x h o r t a t i o n s f r o m s h o r e s t a f f t o r e d u c e c o s t s w i t h a p i n c h 
o f s a l t . I n modern j a r g o n , t h e c r e d i b i l i t y gap b e t w e e n sea 
and s h o r e s t a f f s i s v e r y w i d e i n a l l m a t t e r s r e l a t e d t o c o s t s 
and p r o f i t s ; t h i s gap i s p r o b a b l y due t o ( i ) t h e s h i p s ' 
o f f i c e r s r a r e l y b e i n g g i v e n f u l l d e t a i l s o f c o s t s ; a n d ( i i ) 
a b u s e o f t h e ' r e p l a c e m e n t c o s t p e r d a y ' ( E x p l a n a t i o n : When 
t h e c h a r t e r m a r k e t i s d e p r e s s e d a n d an o u t s i d e s h i p may be 
c h a r t e r e d i n a t a d a i l y r a t e much l o w e r t h a n t h e a c t u a l 
r u n n i n g c o s t s o f an e q u i v a l e n t s i z e d t a n k e r owned by t h e o i l 
company, s h i p s ' o f f i c e r s a r e t o l d t h a t i t w o u l d be c h e a p e r t o 
c h a r t e r t h a n t o o p e r a t e owned s h i p s w i t h t h e s u g g e s t e d t h r e a t 
t h a t , u n l e s s r u n n i n g c o s t s a r e l o w e r e d , t h e p a r e n t o i l company 
may d e c i d e t o s e l l a l l i t s owned s h i p s and c h a r t e r i n o u t s i d e r s . 
When, h o w e v e r , t h e c h a r t e r m a r k e t i s h i g h - and tt»e r e p l a c e m e n t 
c o s t p e r day i s v e r y much h i g h e r t h a n a c t u a l r u n n i n g c o s t s -
t h e h i g h e r f i g u r e i s u s e d i n s t a t e m e n t s f r o m s h o r e s t a f f on 
how much i t i s c o s t i n g t h e company when s h i p s i n c u r u n n e c e s s a r y 
d e l a y s i n p o r t . ) 
SOCIAL ATTRIBUTES (GEM) 
S h o r e s t a f f see Gem O i l as a good company t o w o r k f o r and as 
much b e t t e r t h a n t h e o t h e r o i l m a j o r s ; t h e y r e f e r t o many p a s t 
i n c i d e n t s t o show t h ? . t Gem l o o k s a f t e r i t s e m p l o y e e s w e l l . 
L o n g - t e r m s e r v i c e has a l l o w e d many f r i e n d s t i i p s t o d e v e l o p and 
Geir: T a n k e r s i s p e r c e i v e d as a v e r y f r i e n d l y c o m pany. S h o r e s t a f f 
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see t h e sea s t a f f as a h i g h l y r e s p o n s i b l e , r e l i a b l e a nd 
p r o f e s s i o n a l l y c o m p e t e n t g r o u p o f men who a r e a b l e t o c o p e 
w i t h p r e s e n t and f u t u r e demands made upon them. On t h e o t h e r 
h a n d , t h e sea s t a f f do n o t r e c o g n i s e - o r , a t l e a s t , do n o t 
o p e n l y a c k n o w l e d g e - t h e h i g h e s t e e m i n w h i c h t h e y a r e h e l d 
by t h e s h o r e s t a f f . 
I n g e n e r a l , t h e sea s t a f f g i v e t o Gem T a n k e r s t h e same 
a t t r i b u t e s as t h o s e g i v e n by s h o r e s t a f f - f r i e n d l i n e s s , 
good e m p l o y m e n t p o l i c i e s and b e n e f i t s e t c . I n d i v i d u a l 
o f f i c e r s p e r c e i v e i n d i v i d u a l m a n a g e r s a s h o r e as t h e i r 
f r i e n d s a n d , more i m p o r t a n t l y ' , as t l i e i r * d e f e n d e r s ' s h o u l d 
s o m e t h i n g go w r o n g a b o a r d s h i p . The sea s t a f f g i v e n e g a t i v e 
a t t r i b u t e s t o t h e s h e e r s i z e o f t h e t o t a l f l e e t p e r s o n n e l 
and t o t h e a p p o i n t m e n t m e t h o d w h e r e b y t h e y may be s w i t c h e d 
t o any s h i p i n t h e 100+ f l e e t a t a n y t i m e - t h e y e x p r e s s a 
s t o n g d e s i r e t o be a t t a c h e d t o one s u b - f l e e t o r a n o t h e r . 
J o b s e c u r i t y i s b e l i e v e d t o be h i g h b u t p r o m o t i o n a l p r o s p e c t s 
a r c s e e n as b e i n g d e p e n d e n t upon s a t i s f y i n g a s e r i e s o f 
" b o s s e s " , t h a t i s , M a s t e r s and Heads o f S h i p b o a r d D e p a r t m e n t s . 
Owing t o home l e a v e b e i n g g r a n t e d e v e r y 4U m o n t h s , and o w i n g 
t o t h e m e t h o d o f s t a g g e r i n g o f f i c e r c l i a n g e s , m o st s e a f a r e r s 
s e r v e u n d e r one *b o s s * f o r o n l y a f e w weeks o r m o n t h s a t a 
t i m e . Each t i m e an o f f i c e r o r h i s b o s s l e a v e t h e s h i p , a 
w r i t t e n r e p o r t on t h e o f f i c e r ' s a b i l i t y a n d c o n d u c t i s s e n t 
t o h e a d - o f f i c e ; t h e j u n i o r o f f i c e r s a r e con-fused o v e r t h e 
i d e n t i t y o f t h e p e r s o n who a c t u a l l y c o n t r o l s t h e i r p r o m o t i o n a l 
r a t e w i t h t h e r e s u l t t h a t t h e y a t t a c h an i n o r d i n a t e a m o u n t 
o f w e i g h t t o t h e s e w r i t t e n r e p o r t s , 
CONTROL ATTRIBUTES (GEM) 
Sho r e s t a f f see t h e f l e e t as a l a r g e number o f u n i t s a t sea 
a l l o f w h i c h need t o be p r o p e r l y c o n t r o l l e d a nd s c h e d u l e d . 
The s h o r e m a n a g e r s do n o t b e l i e v e t h a t t h e y c h e c k t h e s h i p s * 
o f f i c e r s t o an e x c e s s i v e d e g r e e ; c h e c k i n g i s seen t o be 
n e c e s s a r y f o r ' l i m i t a t i o n o f l i a b i l i t y * p u r p o s e s ( s e e A p p e n d i x A ) 
and f o r a n t i - p o l l u t i o n r e a s o n s . S h o r e s t a f f a r e h i g h l y a w a r e 
o f t h e d a n g e r t o t h e company*s p u b l i c image s h o u l d one o f 
i t s s h i p s p i l l o i l - t h e s h e e r s i z e o f Gem O i l makes i t 
p a r t i c u l a r l y v u l n e r a b l e t o a t t a c k s i n t h e p r e s s s h o u l d one 
o f i t s s h i p s p o l l u t e t h e e n v i r o n m e n t . Among t h e s h o r e s t a f f , 
t i i e r e i s r e c o g n i t i o n t h a t Gem T a n k e r s u s e d t o be a " c o m f y c l u b " 
and i n c r e a s e d m o n i t o r i n g o f s h i p s ' p e r f o r r n a m c e s i s s e e n as 
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a n e c essary p a r t o f t h e d r i v e t o w a r d s g r e a t e r e f f i c i e n c y 
and c o n t i n u e d s u r v i v a l of the company. 
The c o m p l e x i t y o f s c h e d u l i n g the s h i p s o f t h e t o t a l Gem f l e e t 
i s n o t r e c o g n i s e d by s h i p s ' o f f i c e r s ; voyage o r d e r s a r e seen 
as i n s t r u c t i o n s t o t h a t p a r t i c u l a r s h i p and n o t as p a r t o f an 
o v e r a l l p l a n . 
Whether c h e c k i n g by shore s t a f f i s p e r c e i v e d as e x c e s s i v e or 
i i o t appears t o depend upon the b e l i e v e d success o f t h a t s h i p : 
O f f i c e r s i n a s u c c e s s f u l s h i p d e r i v e s a t i s f a c t i o n o u t o f t e l l i n g 
h e a d - o f f i c e how e f f i c i e n t t h e y have been and e x p e r i e n c e no 
h a r d s h i p i n c o m p l e t i n g pei'formance r e c o r d s , b u t o f f i c e r s i n 
an u n s u c c e s s f u l s h i p see t h e c o m p l e t i o n o f p e r f o r m a n c e 
r e c o r d s as e x c e s s i v e l y onerous t a s k s . 
The c h e c k i n g o f sea s t a f f by shore managers i s seen - and 
a c c e p t e d - as a n e c e s s a r y p a r t o f s h i p o p e r a t i o n ; a l t h o u g h 
i n a s h i p w i t h a s c l f - r e 1 i e v i n g team o f o f f i c e r s p e r m a n e n t l y 
a t t a c h e d t o t h a t s h i p t h e r e i s a g r o w i n g b e l i e f t h a t t h e 
o f f i c e r s know t h e s h i p f a r b e t t e r than the managers s e n t t o 
check up on them. 
CKCANI/ATIONAL ATTRIBUTES (GEM) 
The o p e r a t i o n a l managers see t h e i r r e l a t i o n s h i p s w i t h s e n i o r 
s h i p s * o f f i c e r s as e s s e n t i a l l y c o l l e g i a l i n n a t u r e b u t t h e y 
do n o t g i v e the same a t t r i b u t e t o t h e i r r e l a t i o n s h i p s w i t h 
members of s p e c i a l i s t d e p a r t m e n t s i n head o f f i c e ; t h e r e i s 
some c o n f u s i o n on e x a c t l y who s u p p o r t s and who c o n t r o l s whom. 
(N o t e : Gem Tankers i s e x p e r i e n c i n g a l l t h e o r g a n i z a t i o n a l 
problems i d e n t i f i e d by L i k e r . t ( l 9 6 l & 1 967 ) , D a l t o n ( 1 9 5 0 ) 
and o t h e r s when o r g a n i s m i c g r o u p s a r e imbedded w i t h i n an 
o v e r a l l bur eauci'a t j c o r g a n i z a t i o n and when o r g a n i s n i c g r o u p s 
have t o c o l l a b o r a t e w i t h m e c h a n i s t i c g r o u p s ) . 
The shore s t a f f see t h e company*-s r u l e s and r e g u l a t i o n s as a 
s e n s i b l e s e t o f o p e r a t i n g i n s t r u c t i o n based oh y e a r s o f 
e x p e r i e n c e i n o p e r a t i n g t a n k e r s and p r o v i d i n g s u p p o r t t o sea 
s t a f f , e s p e c i a l l y d u r i n g t h i s p e r i o d o f r a p i d t e c h n i c a l change. 
Two v e r y i m p o r t a n t a t t r i b u t e s were d e t e c t e d among t h e sea s t a f f : 
( l ) The company's r u l e s and r e g u l a t i o n s a r e n o t p e r c e i v e d as . 
a form o f c o n t r o l but r a t h e r as a form of s u p p o r t , g u i d a n c e 
and d e f e n c e . For example: " P r i v i d e d 1 a b i d e by the 
company*s r u l e s and r e g s , I know t h e y w i l l back me up i f 
a n y t h i n g goes wrong" (A Gem M a s t e r ) 
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( 2 ) Long s e r v i c e i n Gem c o u p l e d w i t h l o n g - s t a n d i n g 
f r i e n d s h i p s w i t h i n d i v i d u a l shore managers a r e seen, 
by o f r i c e r s , as the s u r e s t ways of d e f e n d i n g t h e m s e l v e s 
a g a i n s t condemnatory judgement o f a m i s t a k e or a c c i d e n t . 
FoC example: " I f I make a m i s t a k e , t h e company i s n ' t 
g o i n g t o hammer me over t h a t one i n c i d e n t ; t h e y ' l l l o o k 
up my r e c o r d s and see t h a t I ' v e always done O.K. i n t h e 
p a s t . And, i n any case, I know o l d - - - - i n t h e o f f i c e 
and I know h e ' l l back me up i f a n y t h i n g goes wrong; mind 
y o u , h e ' l l want a l l the f a c t s and h e ' l l b a l l me o u t i f 
I d i d a n y t h i n g s t u p i d " (A Gem C h i e f E n g i n e e r ) , 
The comments on " b a c k i n g mc up" show t h a t some, i f n o t a l l , 
s h i p s ' o f f i c e r s need t o f e e l t h a t ^ back a t head o f f i c e i s 
someone who w i l l s t a n d up f o r them d u r i n g t h e i r absences 
a t sea. The need f o r a d e f e n d e r back a t home base d u r i n g 
t e mporary absences has a l r e a d y been r e p o r t e d i n t h e l i t e r a t u r e , 
as have been the a t t i t u d e s of w o r k e r s t o d i f f e r e n t l e v e l s o f 
management. I t i s r e p o r t e d t h a t , i n many o r g a n i z a t i o n s , t h e 
man a t the ver^^ t o p i s p e r c e i v e d as 'good' ; as someone who 
can d e a l w i t h t h e o u t s i d e w o r l d ; and as one who w o u l d p u t 
t h i n g s r i g h t i f o n l y he g o r t o hear o f t h e w o r k e r s ' r e a l 
c o m p l a i n t s . M i d d l e and lower management ar e o f t e n seen as t h e 
r o o t cause of f r u s t r a t i o n and who d i s t o r t c o m m u n i c a t i o n s 
coming up f r o m w o r k e r l e v e l . 
These t y p e s o f a t t r i b u t e s are c l e a r l y v i s i b l e i n Gem T a n k e r s . 
Very p o s i t i v e a t t r i b u t e s a r e g i v e n t o t h e G e n e r a l Manager by 
t h e sea s t a f f ; he i s seen as good and as t h e one r e s p o n s i b l e 
f o r a l l the r e c e n t f a v o u r a b l e changes i n t h e company. P o s i t i v e 
a t t r i b u t e s a r e a l s o g i v e n t o t h e o p e r a t i o n a l managers and 
s u p e r i n t e n d e n t s who a r e c l e a r l y seen, by sea s t a f f , as t h e i r 
c o l l e a g u e s and d e f e n d e r s . But m a i n l y n e g a t i v e a t t r i b u t e s a r e 
g i v e n t o t h e more j u i ^ i o r p e r s o n n e l i n head o f f i c e ( u s u a l l y 
r e f e r r e d t o as " b l o o d y c l e r k s " ) and t o some o f t h e heads o f 
s p e c i a l i s t d e p a r t m e n t s ( r e f e r r e d t o as ' H i t l e r ' , M a c - t h e - K n i f e ' 
anO t h e 'Hatchetmen'). Of c o u r s e , t h e a c t u a l f e a t u r e s o f t h e 
G e n e r a l Manager, t h e managers and s p e c i a l i s t heads s e t t h e 
n a t u r e o f Gem Tankers - b u t t h e a t t r i b u t e s have a d e t e r m i n a n t 
e f f e c t on the a c c e p t a n c e , d i s t o r t i o n or r e j e c t i o n o f c o m m u n i c a t i o n s 
r e c e i v e d by the s h i p s ' o f f i c e r . 
124 -
TECHNICAL ATTRIBUTES (POLYCHKM) 
Shore s t a f f r e c o g n i s e the f l e e t as b e i n g composed o f a s m a l l 
number o f s h i p s , a l l o f w h i c h were bought seconci-hand and 
none of which comes up t o t h e standaitfe t h e y w o u l d l i k e . Two 
o f t h e s h i p s are r e c o g n i s e d as o l d and t e c h n i c a l l y f r a g i l e 
b u t a r e p e r c e i v e d (by shore s t a f f ) as a g r e a t c h a l l e n g e t o 
t h e crews who man them. Shore s t a f f b e l i e v e t h a t t h e t e c h n i c a l 
s u p p o r t t h e y g i v e t o the s h i p s i s t h e b e s t t h a t i s humanly 
p o s s i b l e w i t h i n t h e p r e s e n t p i o n e e r i n g phase o f the company 
and w i t h i n p r e s e n t b u d g e t a r y l i m i t a t i o n s . 
Sea s t a f f a l s o see t h e i r s h i p s as t e c h n i c a l l y f r a g i l e e i t h e r 
t h r o u g h age or i n a p p r o p r i a t e d e s i g n . P a r t i c u l a r l y among t h e 
e n g i n e e r s , work i s e x p e r i e n c e d as a s e r i e s o f " p a t c h - u p j o b s " 
w i t h c onsequent r e d u c t i o n i n j o b s a t i s f a c t i o n . On t h e o t h e r 
hand, cargo-work i s e x p e r i e n c e d as p h y s i c a l l y h a r d b u t 
c h a l l e n g i n g . Accommodation and a m e n i t i e s a r e seen as poor. 
ECONOMIC ATTRIBUTES (POl.YCHEM) 
Shore s t a f f are h i g h l y aware o f the need f o r Polychem t o make 
a p r o f i t w i t h i n t h e h i g h l y c o m p e t i t i v e m a r k e t i t i s t r y i n g t o 
p e n e t r a t e . The p i o n e e r i n g phase i s c l e a r l y v i s i b l e i n t h e 
economic system f o r , a l t h o u g h they a r e n o t what they w o u l d 
l i k e , the t h r e e o l d s h i p s ( p r e s e n t l y f o r m i n g t h e t o t a l f l e e t ) 
a r e seen as necessary i n s t r u m e n t s f o r p e n e t r a t i n g t h e m a r k e t 
and e s t a b l i s h i n g customer r e l a t i o n s b e f o r e t h e s p e c i a l l y 
d e s i g n e d ship*; ( p r e s e n t l y under c o n s t r u c t i o n ) come i n t o s e r v i c e 
F i n a n c i a l l i m i t a t i o n s are seen as the main c o n s t r a i n t s a g a i n s t 
making d e s i r a b l e changes t o the s h i p b o a r d accommodation - what 
mon<;y t h e r e i s has t o be spen t on k e e p i n g t h e s l i i p s seaworthy' 
and c a r g o w o r t h y . The main c r i t e r i a o f p e r f o r m a n c e a r e a c t u a l 
c o s t s i n c u r r e d and a c t u a l revenues e a r n e d on each voyage, and 
f u l l d e t a i l s are communicated t o sea s t a f f f o r th e s e o f f i c e r s 
a r e seen, by the shore s t a f f , as people who want t o be i n v o l v e d 
i n t h e co m m e r c i a l a c t i v i t i e s o f the company. 
N e a r l y a l l of the sea s t a f f a p p r e c i a t e t h e need f o r Polychein 
t o make a p r o f i t i f i t i s t o s u r v i v e b u t t h e s t r e n g t h o f v i e w s 
on t h i s p o i n t appears t o depend upon t h e p a s t e x p e r i e n c e s o f 
i n d i v i d u a l s : Those who had j o i n e d Polychem t h r o u g h b e i n g 
d e c l a r e d r e d u n d a n t I n t h e i r l a s t companies (where redundancy 
h&d been caused by co m m e r c i a l f a i l u r e o f t h o s e companies) 
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agree w i t h shore s t a f f g i v i n g f i r s t p r i o r i t y t o s p e n d i n g 
a v a i l a b l e money on the p r o p u l s i o n and c a r g o systems w h i l e 
those who j o i n e d Polycliem f o r some o t h e r r e a s o n ( e . g . f o r 
p r o m o t i o n or f o r the a d v e r t i s e d c l a i m s t h a t 'Polychem i s 
d i f f e r e n t ' ) do n o t f u l l y agree w i t h t h e money a l l o c a t i o n 
p a t t e r n s o f the company. 
SOCIAL ATTRIBUTI-S ( POLYCHE.Y ) 
Shore s t a f f e x p e r i e n c e Polychem as a f r i e n d l y and c h a l l e n g i n g 
company. A degree o f s e l f - s e l e c t i o n had e x i s t e d d u r i n g t h e 
f o r m a t i o n of the shore management g r o u p and t h i s , t o g e t h e r 
w i t h t h e s m a l l s i z e o f t he g r o u p and d a i l y f a c e - t o - f a c e 
c o n t a c t s , has r e s u l t e d i n a s t r o n g and f r i e n d l y team s p i r i t . 
H i e r a r c h i c a l d i v i s i o n s a r e a l m o s t n o n - e x i s t e n t and t h e 
common v a l u e shared by aJ.J i s "we a l l s i n k or swim t o g e t h e r " . 
On the o t h e r hand, t h e sea s t a f f do n o t e x p e r i e n c e Polychem 
as a v e r y happy company - " I t ^ l l be a l r i g h t once we s e t t l e 
down" b e i n g one o f t h e more p o s i t i v e s t a t e m e n t s . The 
unhappiness e x p e r i e n c e d may be due t o l a c k o f g r o u p h i s t o r y 
and l o s s o f i n d i v i d u a l i d e n t i t y w h i c h i s p r o b a b l y i n e v i t a b l e 
when a number of i n d i v i d u a l s , a l l f r o m d i f f e r e n t companies 
and backgrounds, come t o g e t h e r i n a s h i p . Each had j o i n e d 
f o r h i s own reason and each wanted a d i f f e r e n t s e t o f r e w a r d s 
f r o m Polychem, and, as a g r o u p , t h e y have no commonly sh a r e d 
i n c i d e n t s w i t h i n t h e i r j o i n t e x p e r i e n c e t o a c t as i d e n t i f i c a t i o n 
p o i n t s . Some t r y t o f o r g e t t l i e i r p a s t companies and adopt a 
Polyclier.i i d e n t i t y b ut a l l f i n d t h a t t h e y can o n l y be r e c o g n i s e d 
and r e c o g n i s e o t h e r s i n y a r n s about p r e v i o u s s h i p s and 
companies. Former s h i p s and companies f e a t u r e s t r o n g l y i n 
most c o n v e r s a t i o n s and t l i i s l e a d s t o c o n t i n u a l c omp&risons 
b§ing made between Polychem and o t h e r companies; i n t u r n , t h i s 
appears t o c r e a t e i n the Polychem sea s t a f f a h e i g h t e n e d 
awareness of the a c t u a l or p e r c e i v e d f a u l t s o f Polychem. 
A n o t h e r i m p o r t a n t a t t r i b u t e g i v e n t o the s o c i a l system o f 
Polychcm i s * t h e r e i s no chance o f escape f r o m a man d i s l i k e d ^ . 
( E v e r y company has i n d i v i d u a l s who a r c l i k e d o r d i s l i k e d by 
o t h e r s and p e r s o n a l i t y c l a s h e s between p a i r s . I n a l a r g e 
company, such as Gem, p e r s o n a l d i s l i k e s may be p l a c e d i n 
te m p o r a r y s u s p e n s i o n f o r t h e r e i s o n l y the r e m o t e s t chance 
of two people i n c o n f l i c t on one s h i p ever s a i l i n g t o g e t h e r 
a g a i n ) . I n Polychem, w i t h o n l y t h r e e s h i p s , each man knows 
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t h a t , sooner or l a t e r , he w i l l s a i l a g a i n w i t h some o r a l l 
o f t h e p e o p l e i n h i s p r e s e n t s h i p , A man c u r r e n t l y i n 
c o n f l i c t w i t h a n o t h e r , e x p e r i e n c e s t h i . s 'non-escape' 
a t t r i b u t e n e g a t i v e l y o 
CONTROL ATTRIBUTES (POLYCHEM) 
Owing t o the s m a l l number of s h i p s i n the Polychem f l e e t t h e r e 
are no problems of i n t e g r a t e d s c h e d u l i n g (such as i n Gem); t h e 
shore s t a f f see each voyage as a s e p a r a t e v e n t u r e . T h i s was 
the f i r s t s i g n I g o t t h a t the Po l y c h e n s h i p s were b e i n g 
t r a d e d as c a r g o - l i n e r s . 
As t h e f i e l d work p r o g r e s s e d , f u r t h e r s i g n s emerged t o 
i n d i c a t e t h a t , a l t l i o u g h t h e Polychem s h i p s r e s e m b l e d t a n k e r s 
and c a r r i e d l i q u i d s i n b u l k , t h e y were b e i n g t r a d e d AND 
CONTROLLED as c a r g o - l i n e r s . S u p p o r t i n g s i g n s w e r e : — 
( i ) Each Polychem s h i p c a r r i e s many p a r c e l s o f d i f f e r e n t 
p r o d u c t s (each o f w h i c h r e q u i r e s s p e c i a l t a n k - c o a t i n g s , 
s p e c i a l pumps and s p e c i a l h e a t i n g a r r a n g e m e n t s ) i n a 
manner v e r y s i m i l a i ' t o t he stowage and c a r e o f b l o c k s 
o f c a r g o i n a c a r g o - l i n e r , 
( i i ) The p a r c e l s are l o a d e d i n many d i f f e r e n t p o r t s and 
a r e c o n s i g n e d t o many d i f f e r e n t r e c e i v e r s — u n l i k e 
t h e t a n k e r w h i c h u s u a J l y l o a d s a f u l l c a r g o i n one 
p o r t and d i s c h a r g e s t h e whole c a r g o i n t o one r e c e i v e r * s 
t a n ks. 
( i i . i ) Some p a r c e l s a r e d i s c l i a r g e d d i r e c t l y i n t o r o a d t a n k e r s 
drawn up a l o n g s i d e t h e s h i p i n p r e c i s e l y t h e same way 
as a c a r g o - l i n e r may d i s c h a r g e i n t o w a i t i n g l o r r i e s -
and q u i t e u n l i k e a t a n k e r w h i c h u s u a l l y d i s c h a r g e s a t 
h i g h speed i n t o remote t a n k s a s h o r e , 
( i v ) The Polychem s h i p s b e r t h r i g h t i n s i d e i n d u s t r i a l dock 
a r e a s - u n l i k e most t a n k e r s w h i c h l o a d and d i s c h a r g e 
a t remote t e r m i n a l s , 
( v ) There i s f r e q u e n t f a c e - t o - f a c e c o n t a c t between Polychem 
C h i e f O f f i c e r s and r e c e i v e r s , a s i t u a t i o n v e r y s i m i l a r 
t o t h a t i n c a r g o - l i n e r s and q u i t e u n l i k e t a n k e r s where 
t h e C h i e f O f f i c e r d e a l s w i t h o n l y one t e r m i n a l manager 
a t each p o r t . 
Most o f t h e shore managers and s h i p s ' o f f i c e r s were r e c r u i t e d 
i n t o Polychem f r o m l i n e r companies and t h u s b r o u g h t w i t h them 
c a r g o - l i n e r v a l u e s and a t t i t u d e s t o w a r d s c o n t r o l . I f E t z i o n i 
(1961) i s c o r r e c t i n s a y i n g t h a t newly r e c r u i t e d managers can 
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be e f f e c t i v e i n an o r g a n i z a t i o n o n l y i f i t uses a c o n t r o l 
system s i m i l a r t o t h a t used i n t h e i r l a s t o r g a n i z a t i o n s , and 
i f t h e c o n t r o l system f o r c a r g o - l i n e r s d i f f e r s f r o m t h a t f o i ' 
t a n k e r s , t h e n one s h o u l d e x p e c t t h a t e x - c a r g o l i n e r men a r e 
i n harmony - and e x - t a n k e r men a r e i n c o n f l i c t - w i t h t h e 
v a l u e s and c o n t r o l metliods o f Polychem. O b s e r v a t i o n s and t h e 
s t a t i s t i c a l e v i d e n c e have borne t h i s o u t . 
Among t h e sea s t a f f , c o n f l i c t i n g p e r c e p t i o n s o f t h e Polychem 
s h i p s are c l e a r l y v i s i b l e . Ex-cargo l i n e r men p e r c e i v e t h e i r 
Polychem s h i p as a c a r g o - l i n e r e.g. "She's n o t h i n g b u t a l o t 
of d e ep-tanks j o i n e d t o g e t h e r " ( a n - e x - l i n e r C h i e f O f f i c e r ) wh i l e 
c x - t a n k e r men see t h e i r Polycliem s h i p s as t a n k e r s e.g. "What 
t h i s company needs i s a c o u p l e o f good t a n k e r s u p e r i n t e n d e n t s 
t o t e l l them ( t h e shore managers) what t a n k e r s a r e a J l a b o u t " 
(an e x - t a n k e r M a s t e r ) . Tankers u s u a l l y b e r t h a t r e m o t e 
t e r m i n a l s , w e l l away from t h e p u b l i c * s eyes; t h e y have l e s s 
t i m e i n p o r t f o r o v e r s i d e p a i n t i n g and, i n g e n e r a l , l o o k 
r u s t i e r and d i r t i e r than c a r g o - l i n e r s . Cargo l i n e r s u s u a l l y 
b e r t h c l o s e to towns i n f u l l v i e w o f t h e p u b l i c and c u s t o m e r s ; 
they have ample time i n p o r t f o r o v e r s i d e p a i n t i n g and, i n 
g e n e r a l , l o o k much s m a r t e r t h a n t a n k e r s . I t s h o u l d a l s o be 
m e n t i o n e d t h a t t a n k e r s l o a d more d e e p l y i n t o t h e w a t e r t h a n 
c a r g o - l i n e r s - a c o n d i t i o n w h i c h c o n t r i b u t e s t o t h e g e n e r a l l y 
r u s t y appearance of t a n k e r s , Polychem s h i p s l o a d as d e e p l y 
i n t o t h e w a t e r as t a n k e r s . 
The appearance o f Polychem s h i p s w o r r i e s the e x - l i n e r o f f i c e r s 
i n Poiychem e.g. "Polychem c a r r i e s c a r g o w e l l , b u t what must 
s h i p p e r s and r e c e i v e r s t h i n k when t h e y sec t h e i r c a r g o b e i n g 
c a r r i e d i n such d i r t y s h i p s ? " (an e x - l i n e r C h i e f O f f i c e r ) . 
" I t ' s happening a l l t h e t i m e . We've g o t these new f u n n e l 
m a r k i n g s which people h a v e n ' t seen b e f o r e so, whenever we pass 
a n o t h e r s h i p a t sea, t h e y c a l l us up ( o n t h e A l d i s s i g n a l l i n g 
lamp) t o ask the name of our company. 1 d u n * t l i k e t e l l i n g 
them - i n f a c t I sometimes go t o t h e o t h e r s i d e o f the b r i d g e 
and p r e t e n d I haven't seen them t r y i n g t o c a l l us up - f o r 
how i s Polycheiii g o i n g t o g e t p e o p l e t o j o i n wiien t h e s h i p s 
l o o k l i k e t h i s ? " (an e x - l i n e r 2nd M a t e ) . Not once, i n a l l 
the f i e l d w o rk, d i d e x - t a n k e r men i n Polychem m e n t i o n t h e 
appearance o f t h e i r s h i p s . 
* . see Appendix A 
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ORGANIZATIONAL ATTRIBUTES (POLYCHEM) 
The shore s t a f f see Polychem as a h i g h l y o r g a n i s m i c 
o r g a n i z a t i o n w i t h no d e p a r t m e n t a l d i v i s i o n s , no r i g i d 
t a s k d i v i s i o n s and no t r a d i t i o n a l i s m ; t h e y see i t as a 
company i n which each i n d i v i d u a l can and does c o n t r i b u t e 
t o t h e success o f the e n t e r p r i s e , and t h e y see a h i g h 
degree o f i n t e r d e p e n d e n c e between i n d i v i d u a l members and 
between sea and shore s t a f f S o They e x p e r i e n c e a h i g h degree 
o f c h a l l e n g e i n g e t t i n g t h e company s t a r t e d and i n p r e p a r i n g 
t h e way f o r r a p i d f l e e t e x p a n s i o n once t h e i r new s h i p s come 
i n t o s e r v i c e - the c h a l l e n g e stems f r o m the p i o n e e r i n g phase 
o f t h e c o m p a n y and from the u n e x p e c t e d i n c i d e n t s w h i c h a r i s e 
i n t h e t e c h n i c a l and s o c i a l s y s t e m s , A team s p i r i t p ervades 
most b e h a v i o u r a l p a t t e r n s among t h e shore s t a f f , f o r team 
success i s seen as the key t o j o b s e c u r i t y and p r o m o t i o n a l 
p r o s p e c t S e They see, as one o f t h e i r p r i m a r y t a s k s , t h e need 
t o b u i l d up an e q u a l l y s t r o n g team s p i r i t among t h e sea s t a f f 
and, t o t h i s end, t h e y f o r b i d new r e c r u i t s t o m e n t i o n t h e 
names of t h e i r p r e v i o u s companies a t i n f o r m a l s o c i a l 
g a t h e r i n g s - but t h i s v e t o i s e x p e r i e n c e d n e g a t i v e l y by many 
r e c r u i t s , f o r t h e y need p a s t i n c i d e n t s i n o r d e r t o i d e n t i f y 
each o t h e r . 
The sea s t a f f have n o t y e t had t i m e t o s e t t l e down i n 
Polychem and, a l t h o u g h t f i e y see t h e shore s t a f f as a f r i e n d l y 
team, t h e y do n o t y e t i d e n t i f y any s p e c i f i c shore manager as 
b e i n g a p a r t i c u l a r f r i e n d or ^ d e f e n d e r * . 
From p a s t e x p e r i e n c e , the Pglychem o f f i c e r s r e a l i s e t h a t e v e r y 
s h i p p i n g company has t o have a comprehensive s e t o f r u l e s and 
r e g u l a t i o n s . The shore managers p e r c e i v e t h e s e r u l e s and 
r e g u l a t i o n s as a s e n s i b l e s e t o f o p e r a t i n g j.ns t r u e t i o n s f o r 
people u n f a m i l i a r w i t h t h e c h e m i c a l and e d i b l e o i l t r a d e s 
b u t the o f f i c e r s wonder how t h e s e r u l e s a r e g o i n g t o s t a n d 
i n s e r v i c e f o r t h e y were w r i t t e n b e f o r e Polychem b o u g h t i t s 
f i r s t s h i p . I n Gem T a n k e r s , company r u l e s were p e r c e i v e d as 
s u p p o r t i v e and d e f e n s i v e f o r t h e i n d i v i d u a l s i m p l y because 
many p a s t i n c i d e n t s i n Gem a f f o r d e d the o f f i c e r s a v e r y c l e a r 
u n d e r s t a n d i n g o f the r u l e s and t h e y c o u l d p r e d i c t w i t h 
c e r t a i n t y how any one r u l e would be i n t e r p r e t e d i n t h e f u t u r e . 
Q u i t e t h e o p p o s i t e s i t u a t i o n p r e v a i l s i n Polychem: The company 
i s as y e t t o o young f o r t h e r e t o have been s u f f i c i e n t p a s t 
i n c i d e n t s or commonly shared e x p e r i e n c e s t o a l l o w the Polychem 
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o f f i c e r s t o g i v e r e a l meaning t o t h e r u l e s and no-one knows 
how any one r u l e w i l l be i n t e r p r e t e d i n t h e f u t u r e . Worse 
s t i l l , each man w e i g h t s the r u l e s f r o m t h e way i n w h i c h 
s i m i l c i r r u l e s were i n t e r p r e t e d i n h i s own, l a s t company 
w i t h t h e r e s u l t t h a t each member o f an o f f i c e r g r o u p aboard 
one s h i p has a d i f f e r e n t i d e a o f what Polycliem r u l e s r e q u i r e 
him t o do. T h i s v a r i e d - and sometimes o p p o s i n g - i n t e r p r e t a t i o n 
o f t h e r u l e s i s a p o t e n t s o u r c e o f c o n f l i c t w i t h i n Polychem 
d u r i n g i t s e a r l y y e a r s . 
Table 5.2 
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Predominant f e a t u r e s o f t h e s h i p s v i s i t e d 
T^echnj.ca 1 f ea t u r e s 
Approx. deadweight 
A p p r o x i m a t e age 
[Cargoes c a r r i e d 
GEM TANKERS POLYCHEM TANKERS 
MICA 
1 5 ,000 
QUARTZ j JOAN N A D I A ^ J 
15,000 j 24,000 i 15 ,000 
13 y e a r s S 2 y e a r s 11 y e a r s 
B l a c k o i l j Chemica i s Chemicals 
p r o d u c t s 1 & e d i b l e & e d i b l e 









Hesigned by p r e s e n t 
company 
Yes Ye No No 
Obta i n e d New New 2nd hand j 2nd hand 
T e c h n i c a l l y S Sound F r a g i l e I Sound 
O v e r s i d e & o v e r a l l 
appearance 
Accommoda t i o n by 
modern s t a n d a r d s 




Customers Gem O i l 
O f f i c e m o n i t o r i n g o f 
- t e c h n i c a l 
p erformance 
- economic 
per f o r m a n c e 
High 
Low 
A v e r a g e / 
poor 
Gem O i l 
F r a g i l e 
F a i r l y 
poor 





Budget r e s t r i c t i o n s 
on propuJ.sion and 
cargo equ ipment 
Low 
Budget r e s t r i c t i o n s 
on improvements t o 
l i v i n g a m e n i t i e s 
S o c i a l f e a t u r e s 
Ma s t e r 
Deck O f f i c e r s 
E n g i n e e r O f f i c e r s 
Gate r i n g Of f i c e r 
P t i d i o O f f i c e r 





Var i o u s 





V a r i o u s 





!Ra t i n g s Europe an European [ A s i a n A s i a n 
Manning system Conven-
t i o n a l 
Conven— | G e n e r a l 
t i o n a 1 I purpose 
G e n e r a l 
pur pose 
S e n i o r O f f i c e r g r o u p t Permanent Cliang i n g i Changing Changing 
O f f i c e r s ' s e r v i c e i n J ^  « 30 
jcompany ( i n y e a r s ) S 
1 - 4 0 1 under 2 under 2 
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Table 5 . 2 : ( c o n t d ) T GEM TANKERS 
QUARl 
POLYCMEiM TANKERS S 
z ' I J O A ^ MICA NAD lA 
o c i a l f e a t u r e s ( c n t d ) 
Wives on board 
S e l f -
b u i l t 
S e l f 
b u i l t 
Su p p l i e d 
by Co. 
S u p p l l e d I by Co 
Bar hours None None 
Bar a c o n t i n u o u s 
s o c i a l c e n t r e 
F j r s t names used 
between o f f i c e r s 
P a r t l y L i t t l e 
R;;txngs on cargowork 
i n p o r t 
Conti^ol f e a t u r e s 
M ^ i s t e r - S c n i o r O f f i c e r s H i g h l y 
demo-
era t i c 
F a i r l y 
au t o -
c r a t i c 
H i g h l y 
a u t o 
e r a t i c 
H i g h l y 
demo — 
era t i c 
S e n i o r O f f i c e r s -
J u n i o r O f f i c e r s 
t a i r 1 y 
demo-
c r a t i c 
A u t o -
c r a t i c 
A u t o 
cr'a t i c 
F a i r l y 
a u t o 
era t i c 
Managcmen t meetings Not h e l d Held Held Held 
Planned maintenance Used Not used Used 
where 
p o s s i b l e 
Used 
where 
p o s s i b l e 1 
Organ i z a t i o n a 1 
fea t u r e s 
W e l l 
se t t i e d 
S t a b i l i t y among 
s e n i o r o f f i c e r s 
V a i r l y 
we 11 
s e 11 J. e d 
U n s e t t l e d J S e t t l i n g 
down 
S t y l e Organ-
i s m i c 
Fa i r l y 
mechan-
s t i c 
Mechan 
1 s t i c 
F a i r l y 
organ -
j. s m i c 
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Tab l e 5.3: I i l c _ m a J o r i j \ T T K ^ ^ 
1 I I I I I • I I . I Wl M i n i 
POLYCIiEiM TANKERS 
T e c h n i c a 1 e f f i c i e n c y 
Bin c a r g o - h a n d l i n g 
T e c h n i c a l s u p p o r t 
from 
Technica 1 a t j : r i bu t e s 
T e c h n i c a l s oundne s s 
Acc omiiioda t i o n 
Economic a t t i ' i b u t e s 
Ship b e l i e v e d t o be 
gmaking a p r o f i t 
Given adequate 
c o s t i n f o r m a t i o n 
Sale of s h i p 
b e l i e v e d t o be 
GEM TANKERS 
MICA II QUARTZ I M I JOAN NADIA 
High 
enough 
Adequate i^ot good 
enough 
Adequa t e Not good 
enough om slio r e s t a f f 
F a i r l- a j. r Poor Poor 
B e l i e v e JYes, we 
we a r e [ a r e 
but t o l d 
MC t u a l 
f i g u r e s 
g i v e n 
Ac t u a l 
f i g u r e s 
g i v e n 
we aren t 
Not 
immmen t Imminen t j-mm.Lnen t j.mmj.nen t 
N e u t r a l . I N e u t r a l 
No K Yes 
f N c u t r a l I F r i e n d s I- r i e n d s Ene rnxe s 
Happy I Unhapp\ Happy r a i r l y 
ha ppy 
F a i r l y 
ha pD\ 
Happy Unha ppy J Fa i r l y 
happ^ 
N e u t r a l 
No 
Neu t r a 1 
Never i r e q u e n t I f r e q u e n t I r e q u e n t g 
jj Budget seen as 
adequate f o r improve 
mcnts t o a m e n i t i e s 
C o n t r o l a t t r i b u t e s 
C o n t r o l from shore 
seen as e x c e s s i v e 
Paperwork seen as 
e x c e s s i v e 
S e n i o r s seen as a 
team by j u n i o r O l f s 
Shore t e r m i n a l 
o p e r a t o r s seen as 
I Q^"g3n i z a t i o n a l 
a t t r i b u t e s 
By s e n i o r s , s h i p 
e x p e r i e n c e d as 
By j u n i o r s , s h i p 
ejjper i e n c e d a s 
H e a d - o f f i c e s t a f f 
seen as 
- f r i e n d l y 
- as d e f e n d e r s o f 
sea s t a f f 
Company s r u l e s & 
r e g u l a t i o n s 
p e r c e i v e d as 
s u p p o r t i v e 
Yarns about 
p r e v i o u s s h i n s 
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Ory^a n i y. a t iona 1 
a t t r i b u t e s ( c o n t d ) 
Sen i o r o f f i c e r s 
o r i e n t e d t o 
Major f a u l t o f 
company seen t o be 
Most a t t r a c t i v e 
s h i p s seen, by 
Least a t t r a c t i v e 
gcompany s h i p s 
^seen as 
Fu t u r e c a r e e r 
p r o s p e c t s seen as 
Promotiona 1 




R e l u c t -
ance of 
shore t o 
g i v e more 
r e a l 
c o n t r o l 
t o s h i p L f e 
o f f i c e r s 
QUARTZ JOAN 
POLYCHEM TANKERS 
S NAD I A' 
Company a Company 
Never-
en d i n g 
u r g e s t o 
g I • e a t e r 
e f f i c -
i e n c y 
T h i s s h i p A l l s h i p s 
"Mica" i n t h i s 
c l a s s 
exce p t 








k e e p i n g 
p r omises 
t o be 
d i f f e r e n t 
Company 
The new 
sh i ps 
o r d e r 
Job d i s -
sa t i s f ac t i o i 
f r o m o l d antU 
t e c h n i c a l l y § 
f r a g i l e 
s h i p s 
on 
The new 
s h i p s on 
ia^^& '\'ad 
her 
s i s t e r sk;. 
T h i s s h i p 
" N a d i a " 
Secure 
p r o v i d e d 
we can 
make a 
p r o f i t 
Secure 
prov i d e d 
we can 
ma ke a 
p r o f i t 
F a s t 
p r o v i d e d 
we can 
make a . 
p r o f i t 
F a s t 




THE IMPORTANCE OF ORGANIZATIONAL HISTORY 
Some o f t h e b e h a v i o u r a l p a t t e r n s o b s e r v e d and t l i e a t t i t u d e s 
e x p r e s s e d become more e a s i l y u n d e r s t o o d i f t h e y a r e v i e w e d 
a g a i n s t t h e h i s t o r i c a l background of i n d i v i d u a J s , g r o u p s and 
companies - an a s p e c t which does n o t appear t o have been w e l l 
documented i n t h e l i t e r a t u r e . H i s t o r y - o r l a c k o f h i s t o r y -
appears t o a f f e c t t h e s o c i a l , t e c h n i c a l and economic systems. 
I n t h e t e c h n i c a l s ystem, a p i e c e o f m a c h i n e r y or a s h i p 
d e s i g n e d by a p a r t i c u l a r company - and o p e r a t e d and m a i n t a i n e d 
by t h a t company's p e r s o n n e l over many y e a r s - i s b e t t e r 
u n d e r s t o o d than a new p i e c e o f mac h i n e r y y or a s h i p bought 
second-hand. The second-hand s h i p may n o t be p e r f e c t l y matched, 
i n d e s i g n , t o h e r new t r a d e ; more i m p o r t a n t l y , p r e s e n t d e f e c t s 
and i n e f f i c i e n c j . e s are blamed on poor m a i n t e n a n c e done by 
s t r a n g e r s i n t h e p a s t . 
H i s t o r y a f f e c t s r u l e s and the meaning peopl e g i v e t o r u l e s . 
I n an o l d company which has had y e a r s o f e x p e r i e n c e i n o p e r a t i n g 
p a r t i c u l a r t y p e s o f machinery or s h i p s , t h e company's r u l e s , 
r e g u l a t i o n s and o p e r a t i n g i n s t r u c t i o n s are m o d i f i e d over t i m e ; 
th e p a s t e x p e r i e n c e s o f i n d i v i d u a l s a r e ab s o r b e d i n t o t h e r u l e s 
and c u r r e n t o p e r a t o r s p e r c e i v e t h e r u l e s as p r a c t i c a l i n s t r u c t i o n s 
based on e x p e r i e n c e . O p e r a t o r s o f new p i e c e s o f m a c t i i n e r y o r 
s h i p s do n o t see t h e same p r a c t i c a l b a s i s f o r t h e r u l e s . More 
i m p o r t a n t l y , i n t h e o l d e r company v a r i o u s i n c i d e n t s have 
happened i n the p a s t which have r e s u l t e d i n i n d i v i d u a l s b e i n g 
rewarded or p u n i s h e d and, by d r a w i n g on th e s e i n c i d e n t s and 
r e s u l t s , c u r r e n t i n d i v i d u a l s can g i v e meaning and r e l a t i v e 
w e i g h t s t o the v a r i o u s r u l e s . A new company - w i t h no b a c k l o g 
of p a s t i n c i d e n t s - has a s e t of r u l e s w i t h o u t meaning or* 
r e l a t i v e w e i g h t s ; p r e s e n t members s i m p l y do n o t knew how 
each r u l e i s t o be i n t e r p r e t e d o r * w e i g h t e d by t h o s e i n 
a u t h o r i t y i n t h a t company. 
A l o n g o r g a n i z a t i o n a l h i s t o r y makes ' t h e w o r l d ' more i n t e l l i g i b l e 
t o p r e s e n t members. Each person has h i s own r e f e r e n c e g r o u p 
a g a i n s t which he j u d g e s the b e h a v i o u r o f h i m s e l f and o t h e r s . 
I n a l o n g e s t a b l i s h e d company w i t h l o n g s e r v i n g members, t h e 
p r e s e n t members use common r e f e r e n c e g r o u p s . I f a newcomer 
( c a r r y i n g w i t h him h i s own r e f e r e n c e g r o u p ) j o i n s t h e l o n g 
e s t a b l i s h e d company, t h e s t a b i l i t y and s t r e n g t h o f t h e common 
norms and v a l u e s i n t l i a t company aJlows t h e newcomer to a l t e r 
h i s r e f e r e n c e group f r o m h i s p a s t t o h i s p r e s e n t f e l l o w s - a 
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s o c i a l i z a t i o n process which w e l l documented i n th.e 
l i t e r a t u r e ^ I n a ver^' new company, however, each .Lndividua.I. 
b r i n g s w i t h him h i s own norms and v a l u e s , and he h o l d s onto 
t t i e s e s i m p l y because t h e r e i s no o t l i e r s t a b l e r e f e r e n c e group 
t o w h i c h he can c h a n g C o That i s , i n i t s f o r n a t i v e y e a r s , a 
new company does n o t have a c l e a r l y r e c o g n i s a b l e c o r p o r a t e 
i d e n t i t y . On the o t h e r hand, t h e absence o f an o l d , t r a d i t i o n a l 
c o r p o r a t e i d e n t i t y i s h i g h l y a t t r a c t i v e t o i n d i v i d u a l s who 
w."nt t o improve t he w o r l d as t h e y see i t : t hey f e e l t h a t they 
can i n j e c t what i s good and r e j e c t what i s bad. The r e a l 
p r o b l e m , however, i s r e a c h i n g common agreement on p r e c i s e l y 
w h i c h o r g a n i z a t i o n a l f e a t u r e s are bad and s h o u l d be e j e c t e d 
and which are good and s h o u l d be r e t a i n e d . 
H i s t o r y a f f e c t s t h e economic system. Over the y e a r s a company 
may b u i l d up a s e r i e s o f economic successes w h i c h a r e p e r c e i v e d 
by the p r e s e n t members as c o r p o r a t e f i n a n c i a l s t r e n g t i i , and 
the i n d i . v i d u a J s e e k i n g j o b s e c u r i t y w ould p r o b a b l y be a t t r a c t e d 
t o such a company. I n a new comp-any which has n o t had time to 
b u i l d up a s e r i e s o f commex^cial s u c c e s s e s , the members s i m p l y 
c annot see t h e i r company as b e i n g f i n a n c i a l l y s t r o n g - sucli 
a company may be h i g h l y a t t r a c t i v e t o p i o n e e r i n g i n d i v i d u a l s 
who f e e l t h e y can c o n t r i b u t e t o t h e company's g r o w t h but 
h i g h l y r e p u g n a n t t o peopl e s e e k i n g j o b s e c u r i t y . 
H i s t o r y a f f e c t s t h e p r e d i c t a b i l i t y o f ' t l ) e w o r l d ' as seen by 
an i n d i v i d u a l and, i n t u r n , t h i s a f f e c t s h i s b e h a v i o u r and 
j o b e f f i c i e n c y . As s t a t e d by Kahn e t a l ( l 9 G 4 ) ", . . e f f i c i e n t 
g o a 1 - d i r e c t c d b e h a v i o u r i s based on p r e d i c t a b i l i t y o f f u t u r e 
e v e n t S o A person has o n l y l i m i t e d c o n t r o l over f u t u r e outcomes 
b u t , t o t h e e x t e n t he can r e a l i s t i c a l l y a n t i c i p a t e e v e n t s 
beyond h i s c o n t r o l , he can d i r e c t h i s b e h a v i o u r t o w a r d s 
p r o d u c i n g more r a t h e r than l e s s f a v o u r a b l e outcomes". T h i s 
s t a t e o f p r e d i c t a b i l i t y xs c l e a r l y v i s i b l e i n Gem Tankers 
and a b s e n t i n Polychem T a n k e r s . Poiychem i s s t i l l t o o young 
t o be p r e d i c t a b l e and the s i t u a t i o n i s f u r t h e r c o m p l i c a t e d 
by each o f the new members b r i n g i n g a l o n g w i t h him h i s own 
i d e a s on what most needed t o be changed i n h i s l a s t company 
and, by i m p l i c a t i o n , what most needs t o be done i n Polychemo 
H i s t o r y a l s o d e t e r m i n e s i n d i v i d u a l f e e l i n g s o f j o b s e c u r i t y . 
The l o n g - s e r v i c e member i n an o l d company f e e l s t h a t he has 
b u i l t up a b a c k - l o g o f good s e r v i c e i n t h a t company; he knows 
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i n d i v i d u a l s ii» head o f f i c e and he b e l i e v e s t h a t t h e s e 
i n d i v i d u a l s w i l l t a k e i n t o a c c o u n t h i s b a c k l o g o f good deeds 
s h o u l d t h e y have t o jud g e h i s p e r f o r m a n c e a f t e r an a c c i d e n t . 
But, i n a new company, t h e men a t sea do n o t y e t know 
i n d i v i d u a l s i n h e a d - o f f i c e and, no m a t t e r how good t h e i r p a s t 
s e r v i c e w i t h p r e v i o u s e m p l o y e r s , the y know t h a t t h e y do n o t 
have a s t o c k o f good deeds t o f a l l back upon s h o u l d t h e y make 
a m i s t a k e i n t h e i r new companyo They f e e l exposed and 
v u l n e r a b l e e s p e c i a l l y i f , owing t o r a n k or s p e c i a l s k i l l s , 
t h e y a r e r e l a t i v e l y o c c u p a t i o n a l l y i m m o b i l e . 
I n s h i p p i n g , h i s t o r y a l s o has a marked e f f e c t on t h e ac c e p t a n c e 
or r e j e c t i o n o f a u t h o r i t y . As Thompson St Bates ( l 957) s t a t e 
" I n m i n i n g , as i n o t h e r dangerous o c c u p a t i o n s , a u t h o r i t y a t 
the work fac e i s v e s t e d i n t h e most e x p e r i e n c e d member". 
S h i p p i n g c o u l d be i n c l u d e d i n t h a t s t a t e m e n t . . I n o l d 
s h i p p i n g companies, t h e s h i p m a s t e r i s c l e a r l y seen as t h e 
most e x p e r i e n c e d man IN THE TYPES OF SHIPS OPERATED BY THAT 
COMPANY, I n Gem T a n k e r s , f o r exam.ple, t h e M a s t e r s a r e men 
who have serv e d aboard Gem t a n k e r s a t a l l r a n k s f r o m J u n i o r 
O f f i c e r upwards - they are seen t o have e x p e r i e n c e d a l l t h e 
snags and dangers of the t r a d e and a r e a c c e p t e d as t h e 
r i g h t f u l h o l d e r s o f a u t h o r i t y . But i n a new company - e s p e c i a l l y 
i f i t i s o p e r a t i n g new ty p e s o f s h i p s or c a r r y i n g new t y p e s 
of cargoes - a j u n i o r member can r i g h t l y c l a i m t o have had 
j u s t as much e x p e r i e n c e i n t h a t t y p e o f s h i p as has had t h e 
Ma s t e r ; and on t h i s g r o u n d , t h e M a s t e r * s a u t h o r i t y may be 
qu e s t i o n e d o 
Q u i t e a p a r t f r o m r u l e s , r e g u l a t i o n s and a u t h o r i t y , i n d i v i d u a l s 
need t o know how they w i l l be e v a l u a t e d by o t h e r s . A s e n i o r 
o f f i c e r needs t o know how h i s j u n i o r s w ^ i l l e v a l u a t e him j u s t 
as much as t h e j u n i o r s need t o know how they a r e t o be 
e v a l u a t e d by t h e i r s e n i o r s . Only t i m e , and a s e r i e s o f e v e n t s 
shared t o g e t h e r , w i l l a l l o w one man t o guess liow he i s t o be 
e v a l u a t e d by a n o t h e r . 
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CHAPTER 6: THE ECONOMIC SYSTEM 
The word "system" i s so w i d e l y used today t h a t w h a t e v e r 
d e f i n i t i o n i s g i v e n i n t h i s r e p o r t , such d e f i n i t i o n w i l l 
p r o b a b l y be r e j e c t e d by many r e a d e r s . 
A c k o f f (1960) d e f i n e s a system as *any e n t i t y , c o n c e p t u a l 
or p h y s i c a l , w h ich c o n s i s t s o f i n t e r d e p e n d e n t p a r t s ' b u t he 
goes on t o say t h a t we a r e i n t e r e s t e d o n l y i n t h o s e systems 
w h i c h can d i s p l a y a c t i v i t y ; t h a t i s , b e h a v i o u r a l s y s t e m s . 
R e c o g n i s i n g t h a t , f o r a c t i v i t y o f any s o r t ^ e n e r g y i s r e q u i i ^ e d , 
Katz & Kahn (1966) e x t e n d t h e c o n c e p t o f the b e h a v i o u r a l 
system by s t a t i n g t h a t a l l such systems need e n e r g i c i n p u t , 
t r a n s f o r m a t i o n w i t h i n the system,^and a r e s u l t a n t o u t p u t . 
But, i f energy i s b e i n g i m p o r t e d i t must come f r o m somewhere 
o u t s i d e the system under c o n s i d e r a t i o n ; e q u a l l y , t h e o u t p u t 
must go somewhere - o t h e r w i s e i t w o u l d n o t be an o u t p u t . 
The 'somewhere' f r o m w hich energy i s i m p o r t e d and t o w h i c h 
the o u t p u t i s e x p o r t e d may be d e s i g n a t e d ^ the e x t e r n a l 
e n v i r o n m e n t of the system under co i i s j . d e r a t i o n ' , F or a 
c o n t i n u e d i n f l o w f r o m and an o u t p u t t o t h i s e n v i r o n m e n t , 
the system must e n j o y some s p e c i a l r e l a t i o n s h i p w i t h t h e 
c o n t r o l l e r s ( o f i n p u t s and o u t p u t s ) i n t h a t e n v i r o n m e n t . 
Emery & T r i s t ( l 9 6 0 & 1965) draw a t t e n t i o n t o t he n a t u r e 
o f t h e e x t e r n a l e n v i r o n m e n t and show t h a t , f o r c o n t i n u e d 
e x i s t e n c e , t h e system must d i s p l a y some d i s t i n c t i v e 
competence t o the r e l e v a n t p a r t s o f i t s e x t e r n a l e n v i r o n m e n t 
i n o r d e r t o secure a c o n t i n u e d f l o w o f i n p u t s and o u t p u t s 
w h i c h a r e used t o e n e r g i s e t h e system. 
Some w r i t e r s suggest t h a t , between t h e system and i t s 
e n v i r o n m e n t , a b a r t e r i n g a c t i v i t y t a k e s p l a c e i n v/hich the 
o u t p u t s are exchanged f o r f u r t h e r s u p p l i e s o f i n p u t s ; and 
th e y s u p p o r t t h i s n o t i o n by d r a w i n g examples f r o m c o m m e r c i a l 
e n t e r p r i s e s which i m p o r t raw m a t e r i a l s , c o n v e r t t h e s e i n t o 
m a r k e t a b l e goods, s e l l t h e goods and, w i t h t h e money r e c e i v e d , 
buy f u r t h e r s u p p l i e s of raw m a t e r i a l s . R i c e ( 1 9 6 5 ) and M i l l e r 
8L Rice (1967) suggest t h a t a system i s c h a r a c t e r i s e d by t h e 
c y c l i c a l n a t u r e o f i t s a c t i v i t i e s and t h a t a r e s e a r c h e r , 
t r y i n g t o i d e n t i f y t h e b o u n d a r i e s between one system and 
a n o t h e r , s h o u l d f i r s t i d e n t i f y t h e c y c l e s w hich t a k e p l a c e 
i n t h e whole e n t e r p r i s e or o p e r a t i o n . 
I n merchant s h i p p i n g , t h e o v e r a l l economic system o f each 
company i s f a i r l y easy t o d e t e c t . T y p i c a l l y , a s h i p p i n g 
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company b o r r o w s money f r o m a bank ( t h e s y s t e m i n p u t ) ; 
w i t h t h e b o r r o w e d money i t b u y s and o p e r a t e s s h i p s i n 
c a r r y i n g g o ods b e t w e e n v a r i o u s p o r t s , f o r w h i c h i t 
r e c e i v e s p a y m e n t i n t h e f o r m o f f r e i g h t ( t h e t r a n s f o r m a t i o n 
p r o c e s s ) : a n d , o u t o f t h e r e c e i v e d f r e i g h t s i t r e p a y s t h e 
bank l o a n ( t h e o u t p u t ) . F o r c o n t i n u e d e x i s t e n c e , t h e 
s h i p p i n g company has t o d e m o n s t r a t e i t s c o m p e t e n c e t o 
t h e b a n k ( s ) by p r o p e r l y r e p a y i n g i t s l o a n ; o r , p u t a n o t h e r . 
way, c o n t i n u e d e x i s t e n c e o f a s h i p p i n g company i s w h o l l y 
d e p e n d e n t upon i t * s a t i s f y i n g i t s s o u r c e o f f i n a n c e ' . T h i s 
g r o s s e c o n o m i c s^^stem, h e r e d e s c r i b e d , i s c l e a r l y v i s i b l e 
i n P o l y c h e m T a n k e r s and i n Gem O i J — b u t n o t i n Gem T a n k e r s , 
W i t h i n t h e o v e r a l l , g r o s s e c o n o m i c s y s t e m , s m a l l e r e c o n o m i c 
s y s t e m s s h o u l d be d e t e c t a b l e . A m a n a g e r f i x e s a c o n t r a c t 
f o r h i s s h i p t o go t o a s p e c i f i c p o r t and t h e r e l o a d a 
p a r t i c u l a r c a r g o w h i c h i s owned by t h e s l v j . p p c r . The s h i p 
t a k e s t h e c a r g o t o i t s d e s t i n a t i o n , d i s c h a r g e s i t a n d 
r e c e i v e s f r e i g h t money f r o m t h e c o n s i g n e e ( r e c e i v e r ) . A t 
f i r s t g l a n c C j i t may be t h o u g h t t h a t t h i s r e p r e s e n t s a 
b e h a v i o u r a l s y s t e m w i t h t h e l o a d i n g d e s i g n a t e d as t h e ' i n p u t * ; 
t h e o c e a n t r a n s p o r t as t h e ' t r a n s f o r m a t i o n p r o c e s s * ; and t h e 
d i s c h a r g e o f t h e c a r g o as t h e * o u t p u t ' o B u t , w i t h i n o u r 
d e f i n i t i o n , t h i s i s n o t a s y s t e m - t h e s h i p p e r a n d 
c o n s i g n e e a r e d i f f e r e n t p e o p l e ( o r f i r m s ) ; a n d no c y c l e 
e x i s t S j f o r t h a t p a r t i c u l a r s h i p may n e v e r a g a i n c a r r y c a r g o 
f o r t h a t same s h i p p e r o r t h a t same c o n s i g n e e . S o m e t h i n g 
e l s e must e x i s t w i t h i n t h e s y s t e m and e n v i r o n m e n t w h i c h 
w i l l a l l o w us t o i d e n t i f y t h e r e a l b e h a v i o u r a l s u b - s y s t e m s 
f o r m i n g p a r t o f t h e o v e r a l l , g r o s s e c o n o m i c s y s t e m o f t h e 
s h i p p i n g compa ny. 
The f i e l d w o r k was c o n d u c t e d i n t w o c o m p a n i e s w h i c h a p p e a r e d 
t o h a v e q u i t e d i f f e r e n t s y s t e m - e n v i r o n m e n t r e l a t i o n s h i p s . 
P o l y c h e m T a n k e r Company h a d t h r e e s h i p s w h i c h c a r r i e d , i n 
t h e c o u r s e o f a y e a r , d o z e n s o f s e p a r a t e p a r c e l s o f c a r g o 
f o r h u n d r e d s o f s e p a r a t e s h i p p e r s a n d c o n s i g n e e S o Each 
v o y a g e was s i m i l a r t o t h a t d e s c r i b e d i n t h e l a s t p a r a g r a p h ; 
t h a t i s , t h e s h i p w o u l d go t o a p o r t and t h e r e l o a d a 
number o f d i f f e r e n t p a r c e l s o f c a r g o b e l o n g i n g t o s e p a r a t e 
s h i p p e r s , c a r r y t h e s e p a r c e l s t o t h e i r d e s t i n a t i o n s and 
d i s c h a r g e t o s e p a r a t e c o n s i g n e e s . A f t e r c o m p l e t i o n o f 
d i s c h a r g e a s i m i l a r b u t n o t i d e n t i c a l c y c l e commenced ( o f 
l o a d , c a r r y , d i s c h a r g e ) . V^ 'ha t s p e c i a l r e l a t i o n s h i p s e x i s t e d 
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b e t w e e n P o l y c h c m and i t s e x t e r n a l e n v i r o n m e n t t o e n a b l e 
t h e company t.o c o n t i n u e t r a d i n g i t s s h i p s ? 
Gem T a n k e r s had o v e r a h u n d r e d s h i p s c a r r y i n g o i l f o r t h e 
p a r e n t Gem O i l Company. The v o y a g e o f a Gem s h i p was v e r y 
s i m i l a r t o t h a t o f a P o l y c h e m - o r a n y o t h e r s h i j i ; t h a t i s , 
t h e s h i p w o u l d go t o one p o r t , l o a d a c a r g o o f o i l , t r a n s p o r t 
t h e o i l t o i t s d e s t i n a t i o n and d i s c h a r g e i t i n t o s h o r e t a n k s . 
I n t h e g r e a t m a j o r i t y o f v o y a g e s , t h e o i l c a r g o , t h e l o a d i n g 
t e r m i n a l a n d t h e d i s c h a r g i n g t e r m i n a l w e r e a l l owned by t h e 
p a r e n t Gem O.i.l, B ut Gem O i l d i d n o t « and does n o t - pay 
Gem T a n k e r s c a s h f o r c a r r y i n g Gem O i l c a r g o e s , l ^ r e i g h t 
p a y m e n t s , as s u c h , w e r e n o t h i n g more t h a n ' p a p e r t r a n s a c t i o n s * 
b e t w e e n Gem O i l and Gem T a n k e r s . When t h e open t a n k e r m a r k e t 
i s d e p r e s s e d . Gem O i l w o u l d f i n d i t much c h e a p e r t o c h a r t e r 
i n o u t s i d e - o w n e d s h i p s t h a n t o o p e r a t e i t s own s h i p s -
a l t h o u g h when t h e open t a n k e r m a r k e t i s b u o y a n t . Gem O i l 
does f i n d i t c h e a p e r t o use i t s own Gem T a n k e r s h i p s . What 
s p e c i a l r e l a t i o n s h i p s e x i s t e d b e t w e e n Gem T a n k e r s and i t s 
exteri"»al e n v i r o n m e n t (Gem O i l ) t o e n a b l e t h e company t o 
c o n t i n u e t r a d i n g i t s s h i p s ? A r e t h e s e r e l a t i o n s h i p s s i m i l a r 
t o t h o s e a l l o w i n g t h e c o n t i n u e d t r a d i n g o f P o l y c h e m s h i p s ? 
The c o n t i n u e d e x i s t e n c e o f t h e w h o l e company has a l r e a d y 
been d e s c r i b e d as b e i n g d e p e n d e n t u p on t h e s a t i s f a c t i o n o f 
t h e company's s o u r c e o f f i n a n c e ; b u t t h e c o n t i n u e d t r a d i n g 
o f a company's s h i p s a p p e a r s t o be d e t e r m i n e d by t i i e 
r e p u t a t i o n t h o s e - s h i p s h o l d i n t h e c u s t o m e r e n v i r o n m e n t 
( i g n o r i n g , f o r p u r p o s e s o f t h i s a r g u m e n t , f l u c t u a t i o n s i n 
t h e amount o f c a r g o m o v i n g a l o n g one r o u t e ) . 
I n t h e c a s e o f P o l y c h e m , each v o y a g e s u c c e s s f u l l y c o m p l e t e d 
w i t h s a f e d e l i v e r y o f u n c o n t a m i n a t e d c a r g o a dds t o t h e s t o c k 
o f k n o w l e d g e s h i p p e r s i n t h a t t r a d e h a v e o f P o l y c h e m s h i p s . 
The s h i p p e r s ( i o C . e x p o r t e r s ) use t h i s k n o w l e d g e t o r e d u c e 
t h e i r own u n c e r t a i n t i e s a b o u t how b e s t t o d e l i v e r t h e i r 
e x p o r t s t o b u y e r s o v e r s e a s . Each t i m e a s h i p p e r r e s e r v e s 
s p a c e on a f u t u r e P o l y c h e m v o y a g e f o r t h e t r a n s p o r t o f h i s 
c a r g o , he i s , i n f a c t , a u t h o r i z i n g P o l y c h e m t o c o n t i n u e t o 
t r a d e . T h u s , t h e r e a l b e h a v i o u r a l s y s t e m w h i c h e x i s t s i n 
t h e t r a d i n g o f P o l y c h e m s h i p s t h i s : The s y s t e m i n p u t i s 
t h e a u t h o r i z a t i o n t o c o n t i n u e t o t r a d e ; t h e o u t p u t i s 
i n c r e m e n t s t o t h e company's r e p u t a t i o n ; and t h e t r a n s * - * 
f o r m a t i o n p r o c e s s i s t h e p r o p e r p e r f o r m a n c e o f t h e sea 
t r a n s p o r t s e r v i c e . And p r e c i s e l y t h e same c y c l e c a n be s e e n 
- 140 -
i n t h e r e l a t i o n s h i p s b e t w e e n Gem T a n k e r s and i t s c u s t o m e r , 
Gem O i l - a u t h o r i z a t i o n , p r o p e r p e r f o r m a n c e , e n h a n c e d 
r e p u t a t i o n , a u t h o r i z a t i o n o 
O b j e c t i o n s t o t l i i s n o t i o n may be r a i s e d on t h e g r o u n d s 
t h a t i t i s t o o a b s t r a c t . P h y s i c a l o b j e c t s ( t h e s h i p s ) 
move a c r o s s t h e sea c a r r y i n g p h y s i c a l c a r g o e s a n d , on 
e n t e r i n g p o r t , t h e dock and p i l o t a u t h o r i t i e s demand 
c a s h p a y m e n t s f o r t h e s e r v i c e s t h e y p r o v i d e . 'Rea1 t h i n g s , 
r e a l money and r e a l p e o p l e m u s t be t h e c o n s t i t u e n t s o f 
a r e a l s h i p - t r a d i n g system^ i s an a r g u m e n t o b j e c t o r s may 
p u t f o r w a r d a g a i n s t t h e r e p u t a t i o n - a u t h o r i z a t i o n s y s t e m . 
C o u n t e r - a r g u m e n t s c a n be p u t f o r w a r d on t h e b a s i s t h a t 
i f a s h i p , a c r e w and some r u n n i n g e x p e n s e s w e r e b r o u g h t 
t o g e t h e r s u c h a c o m b i n a t i o n w o u l d n o t a u t o m a t i c a l l y 
r e s u l t i n t h e s h i p b e i n g o f f e r e d c a r g o e s t o c a r r y . 
One i n t e r p r e t a t i o n w h i c h can be p l a c e d on t h e f i e l d 
o ! ) s e r v a t i o n s i s t h a t t h e r e i s no s u c h t h i n g as an e c o n o m i c 
s y s t e m n o r a t e c h n i c a l s y s t e m . The b i r t h . o f t h e w h o l e 
e c o n o m i c - s o c i o - t e c l m i c a i s y s t e m c a n o n l y h a v e t a k e n p l a c e 
a t t h e i n s t a n t when a g r o u p o f p e o p l e w i t h v a r i e d s k i l l s 
w e r e b r o u g t i t t o g e t h e r - some w i t h t h e w i t t o r a i s e f i n a n c e 
and buy t h e s h i p s , o t h e r s w i t h k n o w l e d g e and e x p e r i e n c e t o 
o p e r a t e t h e s h i p s and s t i l l o t h e r s w i t h t h e s k i l l t o 
n e g o t i a t e c a r g o c o n t r a c t s . I t c o u l d be a r g u e d t h a t t h e r e 
i s no s y s t e m b u t t t i e s o c i a l s y s t e m ^ f o r t h e c o n t i n u e d 
e x i s t e n c e o f t h e s j i i p p i n g c_ompany i s w h o l l y and toj'^aJLW 
d e p e n d e n t upon t h e s k i l l s o f i t s human members. 
I f we r e t u r n t o t h e n o t i o n t h a t t h e g e n e s i s o f a e c o n o m i c -
s o c i o - t e c h n i c a l s y s t e m l i e s i n t h e a s s e m b l i n g o f p e o p l e we 
c a n , once a g a i n , see t h e d e t e r m i n a n t e f f e c t s o f h i s t o r y . 
NOy\banker e v e r Vends money w i t h o u t f i r s t l y c h e c k i n g on t h e 
* t r a c k r e c o r d * o f t h e b o r r o w e r ; no™one c o u l d s a f e l y n a v i g a t e 
a s h i p f r o m one p o r t t o a n o t h e r w i t h o u t some p a s t e x p e r i e n c e 
a t s e a ; and no c a r g o - m a n a g e r c o u l d s e l l s p a c e i n h i s s h i p s 
w i t h o u t f o r r . i i n g c o n t a c t s w i t h p o t e n t i a l s h i p p e r s o v e r a p e r i o d 
o f t i m e . 
A l t h o u g h i t was n o t i n v e s t i g a t e d d u r i n g t h i s p r o g r a m m e , t h e r e 
p r o b a b l y e x J . s t s a r e l a t j . o n s h i p b e t w e e n t h e s t o c k o f r e p u t a t i o n 
a company has among i t s c u s t o m e r s a n d t h e r e t u r n i t g e t s ( o r 
can r e a s o n a b l y e x p e c t ) on i t s f i n a n c i a l i n v e s t m e n t s . I n o r d e r 
t o p e n e t r a t e a nesv m a r k e t ( i o C o e n t e r a new f i e l d w i t h 
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a b s o l u t e l y no r e p u t a t i o n ) i t i s p o s s i b l e t h e i t a company 
w i l l h a v e t o u n d e r c u t i t s c o m p e t i t o r s a n d , i n u n d e r c u t t i n g , 
i t w i l J h a v e t o be c o n t e n t w i t h a r e t u r n on i n v e s t m e n t s 
l o w e r t h a n i t w i l l e n j o y once i t h a s e s t a b l i s h e d a r e p u t a t i o n 
and g o o d c u s t o m e r r e l a t i o n s h i p S o 
I f t h e e c o n o m i c s y s t e m i s r e d e f i n e d as t h e f i n a n c i a l s y s t e m , 
i t i s p o s s i b l e t o t r a c e t h e r i o w o f money t h r o u g h b o t h 
P o l y c h e m and Gem T a n k e r s , I n P o l y c h e m , t h e company c o l l e c t s 
f r e i g h t money f r o m c o n s i g n e e s a t t h e end o f e a c h v o y a g e . Some 
o f t h i s money g o e s t o r e p a y bank l o a n s whiJ.e some i s u s e d 
t o pay w a g e s , r e p a i r t h e s h i p s , s u p p l y t h e s h i p s w i t h f u e l 
and s t o r e s e t c - a n y s u r p l u s , now r e t i t l e d ' p r o f i t ' , i s p a i d 
t o t h e company's s h a r e h o l d e r s o r i s p u t i n t o r e s e r v e . 
The f i n a n c i a l s y s t e m i s s l i g h t l y d i f f e r e n t i n Gemo B e f o r e t h e 
s t a r t o f e a c h f i n a n c i a l y e a r , d e p a r t m e n t a l h e a d s i n Gem 
T a n k e r s draw up a b u d g e t o f e x p e c t e d e x p e n s e s d u r i n g t h e 
f o r t h c o m i n g y e a r . The t o t a l o f a l l t h e b u d g e t s i s s u b m i t t e d 
t o t h e B o a r d o f D i r e c t o r s o f t h e p a r e n t Gem O i l who, a f t e r 
m a k i n g some m o d i f i c a t i o n s ( u s u a l l y d o w n w a r d s ! ) a u t l . o r i z e 
Gem T a n k e r s t o spend money on o p e r a t i n g t h e f l e e t o f s h i p s . 
Each t i m e a Gem T a n k e r c a r r i e s a c a r g o o f Gem O i l , a 
n o t i o n a l ' f r e i g h t due' i s c a l c u l a t e d and ' p a y m e n t ' i s 
demanded f r o m Gem O i l . I n f a c t , no money i s a c t u a l l y p a i d 
b u t , by u s i n g t h i s m e t h o d , t h e management o f Gem T a n k e r s 
a r e a b l e t o d e t e r m i n e w h e t l i e r t h e y h a v e made a ' p r o f i t ' o r 
a ' l o s s ' . As t h e n o t i o n a l f r e i g h t due i s b a s e d on r e p l a c e m e n t 
c o s t s p e r day w h i c h , i n t u r n , a r e b a s e d on p r e v a i l i n g v o y a g e 
c h a r t e r r a t e s on t h e open m a r k e t , t h e r e s u l t a n t l e v e l o f 
p r o f i t o r l o s s i s g o v e r n e d by f o r c e s q u i t e o u t s i d e t l i e c o n t r o l 
o f a n y o n e w i t h i n Gem T a n k e r s , w h e t h e r a s h o r e o r a f l o a t o 
I n P o l y c h e m , m a n a g e r i a l p e r f o r m a n c e i s j u d g e d i n t e r m s o f t h e 
r c a J p r o f i t and l o s s a c c o u n t w h e r e a s i n Gem T a n k e r s m a n a g e r s 
a r e j u d g e d by t h e i r d e g r e e o f s u c c e s s i n s t a y i n g w i t h i n 
b u d g e t a r y f o r e c a s t s . 
No m a t t e r hOw m a n a g e r s a r e r a t e d , e a c h company b e a r s a 
f e a t u r e o f f i n a n c i a l s t r e n g t h o r w e a k n e s s . The p r e s e n t 
f i n a n c i a l s t r e n g t h o f a company i s d e t e r m i n e d p a r t l y by t h e 
p r e s e n t e x t e r n a l c o m m e r c j a l e n v i r o n m e n t and p a r t l y by p a s t 
c o m m e r c i a l s u c c e s s e s o r f a i l u r e s . T h i s i s shown i n D i a g r a m 6<» 1 
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I n d i a g r a m 6 0 1 , an a t t e m p t h a s been made t o show t h e 
c o m p l e x a r r a n g e m e n t o f o r g a n i z a t i o n a l and s o c i a l f o r c e s 
w h i c h i m p i n g e upon t h e i n d i v i d u a l a b o a r d s h i p . E?.ch e l e m e n t 
e n c l o s e d i n a b l o c k i s , i t s e l f , a c o m p l e x a r r a n g e m e n t o f 
s u b - e l e m e n t s and f o r c e s . 
Some w r i t e r s r i g h t l y a r g u e f o r t h e t e c h n i c a J , s o c i a l and 
e c o n o m i c s y s t e m s t o he j o i n t l y o p t i m i s e d b u t , i n so c a p i t a l -
i n t e n s i v e an i n d u s t r y as s h i p p i n g , t h e s o c i a l and t e c l \ n i c a l 
s y s t e m s a r e d o m i n a t e d by t h e e c o n o m i c s y s t e m . I t w o u l d n o t 
be s t r e t c h i n g t h e t r u t h t o o f a r t o say t h a t t h e t r a d i t i o n a l 
p e c k i n g o r d e r o f s y s t e m s i n s h i p p i n g h a s been f r o m e c o n o m i c 
down t o t e c h n i c a l down t o s o c i a l . 
The s o l i d l i n e s and a r r o w s i n D i a g r a m 60 1 o i n d i c a t e t l i e 
d i r e c t i o n o f o r g a n i z a t i o n a l f o r c e s e m a n a t i n g f r o m t h e 
f e a t u r e 5 o f t h e e n t e r p r i s e and f r o m t h e f e a t u r e s o f t h e 
i n d i v i d u a l . The e x t e r n a l c o m m e r c i a l e n v i r o n m e n t a n d p a s t 
c o m m e r c i a l s u c c e s s e s o r f a i l u r e s djo d e t e r m i n e t h e p r e s e n t 
f i n a n c i a l s t r e n g t h o f t h e company; t h e p r e s e n t f i n a n c i a l 
s t r e t \ ^ \ f ^ does d e t e r m i n e t h e p r e s e n t g r o s s t e c h n i c a l s y s t e m 
u l i i c i ; , i n t u r n , does p a r t l y d e t e r m i n e t h e p r e s e n t c o n t r o l 
s y s t e m ; and so on. 
H o w e v e r , t h e way i n w h i c h an i n d i v i d u a l e x p e r i e n c e s w o r k 
and l i f e a b o a r d h i s s h i p i s d e t e r m i n e d p a r t l y by t h e a c t u a l 
f e a t u r e s o f h i s company and p a r t l y by h i s p e r c e p t i o n s o f 
t h e v a r i o u s e l e m e n t s i.Co by t h e a t t r i b u t e s he g i v e s t o 
t h e s e e l e m e n t s . 
The o f f i c e r s i n t e r v i e w e d d u r i n g t h e f i e l d v o y a g e s a t t a c h e d 
g r e a t i m p o r t a n c e t o t h e f i n a n c i a l s t r e n g t h o f t h e i r 
c o m p a n i e s o Those i n Gem T a n k e r s f e l t t h a t Gem O i l was so 
s t r o n g ^ f i n a n c i a i l y j t h a t t h e c o n t i n u e d e x i s t e n c e o f Gem 
T a n k e r s was p e r c e i v e d as a l m o s t t h e m a n i f e s t a t i o n o f a n a t u r a l 
l a w o f t h e u n i v e r s e . Those i n P o l y c h e m r e a l i s e d t h a t t h e i r 
company was, a t t h e t i m e , s t i l l f a r t o o y o u n g t o be f i n a n c i a l l y 
s t r o n g and e v e r y s c r a p o f i n f o r m a t i o n a b o u t p r o f i t l e v e l s 
( i s s u e d a t t h e end o f e a c l i v o y a g e ) was r a p i d l y a n d w i d e l y 
d i s c u s s e d among a l l t h e o f f i c e r s i n t e r m s o f I t s e f f e c t on 
t h e f i n a n c i a l s t r e n g t h o f t h e company. 
- 144 -
The s u b j e c t i v e e v a l u a t i o n o f t h e f i n a n c i a l s t r e n g t h o f 
t h e company a p p e a r s t o d e p e n d upon upon t h e i n d i v i d u a l f s 
p a s t e x p e r i e n c e s , h i s p r e s e n t f a m i l y r e s p o n s i b i l i t i e s , 
h i s q u a l i f i c a t i o n s and o c c u p a t i o n a l m o b i l i t y , h i s 
a s p i r a t i o n s and h i s p e r s o n a l i t y . The r e l a t i o n s l i i p s 
b e t w e e n t h e s e f e a t u r e s a n d t h e man's m e c h a n i s m € o r 
s u b j e c t i v e l y e v a l u a t i n g t h e company's f i n a n c i a l s t r e n g t h 
a r e i l l u s t r a t e d i n D i a g r a m 6 . 1 . 
To r e x a m p l e , one o f t h e P o l y c h e m C h i e f E n g i n e e r s i n t e r v i e w e d 
was o v e r 50 yeai*s o f a g e ; he h e l d a F i r s t C l a s s E n g i n e e r ' s 
c e r t i f i c a t e b u t , a f t e r a l i f e t i m e a t s e a , f e l t t h a t he 
WC1 s t o o o l d t o se e k s h o r e e m p l o y m e n t ; on f o u r s e p a r a t e 
o c c a s i o n s i n t h e p a s t h i s e m p l o y i n g c o m p a n l e s .had f a i l e d 
c o m m e r c i a l l y a n d , i n f a c t , he h a d r e c e n t l y j o i n e d P o l y c h e n i 
t h r o u g h b e i n g d e c l a r e d r e d u n d a n t by h i s l a s t c o m p a n y ; he 
was m a r r i e d w i t h no c h i l d r e n ; a b o v e a l l e l s e he s o u g h t 
j o b s e c u r i t y . He saw P o l y c h e m as f i n a n c i a l l y f r a i l a n d 
b e l i e v e d t h a t i t was t h e f i r s t d u t y o f e v e r y member t o 
h e l p P o l y c h e m g a i n f i n a n c i a l s t r e n g t h o He saw h i m s e l f as 
a c o s t - m i n i m i z e r and b e h a v e d a c c o r d i n g l y i n t h e w o r k he 
d i d and t h e s t o r e s he o r d e r e d ; he i g n o r e d p e r s o n a l i t y 
q u i r k s and d e f e c t s i n o t h e r s a n d g a u g e d t h e t a s k p e r f o r m a n c e 
o f a l l o t h e r s i n t e r m s o f w h e t h e r t h e i r a c t i o n s a s s i s t e d 
o r h i n d e r e d Pol^'chem i n i t s movement t o w a r d s f i n a n c i a l 
s t r e n g t h - as m e a s u r e d by h i s own, p e r s o n a l y a r d s t i c k s . 
On t h e o t h e r h a n d , one o f t h e P o l y c h e m E n g i n e e r O f f i c e r s 
i n t e r v i e w e d was i n h i s e a r l y t w e n t i e s ; he was u n q u a l i f i e d ; 
he h a d t r i e d c e r t a i n j o b s a s l i o r e i n a s e a r c h , as he s a i d , 
f o r j o b s a t i s f a c t i o n ; he was u n m a r r i e d ; and he h a d j o i n e d 
P olychen: f o r t h e v a r i e t y and s a t i s f a c t i o n he b e l i e v e d a 
s e a g o i n g j o b o f f e r e d o He a t t r i b u t e d t h e f i n a n c i a l s y s t e m 
w i t h n e i t h e r s t r e n g t h n o r w e a k n e s s f o r he was n o t b o t h e r e d 
a b o u t j o b s e c u r i t y - he f e l t o c c u p a t i o n a l l y m o b i l e a n d 
s a i d he c o u l d e a s i l y move t o a n o t h e r j o b a t s e a o r a s h o r e 
i f he became d i s s a t i s f i e d w i t h P o l y c h e m . He a t t r i b u t e d t h e 
p e o p l e c o n t r o l l i n g t h e f i n a n c e s o f t h e company w i t h t h e 
power t o d e t e r m i n e t h e l e v e l o f h i s j o b s a t i s f a c t i o n ; t h e s e 
c o n t r o l l e r s , he f e l t , w e r e t h e ones who d e c i d e d w h e t h e r a l l 
t h e s t o r e s o r d e r e d w o u l d be s u p p l i e d and w h e t h e r a l l t h e 
n e c e s s a r y r e p a i r s w o u l d be e x e c u t e d by s h o r e l a b o u r o r by 
h i m and h i s f e l l o w e n g i n e e r s . To t h i s J u n i o r E n g i n e e r , a. 
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t e c h n i c a l t a s k was e x p e r i e n c e d as s a t i s f y i n g . o n l y when 
he had t h e r i g h t t o o l s , a m p l e s t o r e s and s p a r e p a r t s ^ a n d 
s u f f i c i e n t t'imc t o f i n i s h t h e t a s k p r o p e r l y , -At t h e t i m e 
o f t h e i n t e r v i e w s t h e C h i e f E n g i n e e r d e s c r i b e d i n t h e l a s t 
p a r a g a p h and t h i s J u n i o r w e r e s e r v i n g i n t h e same s h i p . 
The J u n i o r n e i t h e r u n d e r s t o o d n o r a c c e p t e d t h e c o s t - m i n i m i s i n g 
e f f o r t s o f h i s s u p e r i o r a n d , a t t h e end o f t h e v o y a g e , he 
r e s i g n e d f r o m P o l y c h e m , T h i s i s a n e x a m p l e o f c o n f l i c t , n o t 
b e t w e e n p e r s o n a l i t i e s n o r , s t r i c t l y , b e t w e e n an i n d i v i d u a l 
and a f i n a n c i a J s y s t e m , b u t b e t w e e n an i n d i v i d u a l ( t h e 
J u n i o r ) and t h e i n t e r p r e t a t i o n o f t h e f i n a n c i a l s y s t e m 
( b y t h e C h i e f E n g i n e e r ) . 
A s i g n i f i c a n t d i f f e r e n c e o b s e r v e d b e t w e e n P o l y c h e m a n d Gem 
o f f i c e r s was t h e p r e c i s i o n w i t h w h i c h P o l y c h e m o f f i c e r s 
c o u l d d i s c u s s t h e i r company's f i n a n c i a l m a t t e r s c o m p a r e d 
w i t h t h e l i a z y n o t i o n s Gem o f f i c e r s had a b o u t Gem f i n a n c i a l 
a f f a i r s , I must r e p o r t t h a t t h e P o l y c h e m o f f i c e r s a p p e a r e d 
t o d e r i v e some e n h a n c e d s a t i s f a c t i o n o u t o f k n o w i n g t h e 
p r o f i t and l o s s p o s i t i o n a t t h e end o f each v o y a g e w h i l e 
Gem o f f i c e r s r e p e a t e d l y e x p r e s s e d t h e w i s h f o r more i n f o r -
m a t i o n on t h e f i n a n c i a l p o s i t i o n o f t h e i r s h i p s . None o f 
t h e Gem o f f i c e r s i n t e r v i e w e d e x p r e s s e d a w i s h f o r a d d i t i o n a l 
d e t a i l s o f t h e o v e r a l l f i n a n c i a l p o s i t i o n o f Gem O i l - t h e 
o f f i c e r s r e c e i v e d Gem's A n n u a l A c c o u n t s - b u t , as a l l t h e 
g r o s s i t e m s i n t h e s e A c c o u n t s w e r e i n I i u n d r e d s o r t h o u s a n d s 
o f m i l l i o n s o f p o u n d s , t h e f i g u r e s meant n o t h i n g o t h e r t h a n 
g r e a t f i n a n c i a l s t r e n g t h . The s p e c i f i c i n f o r m a t i o n r e q u e s t e d 
by t h e o f f i c e r s w e r e p r o f i t and l o s s f i g u r e s f o r e a c h s h i p 
and t h e y i n t e r p r e t e d t h e a b s e n c e o f s u ch i n f o r m a t i o n as 
b e i n g c a u s e d by t h e s p e c i . a l i s t d e p a r t m e n t s a s l i o r c ( a c c o u n t s 
d e p a r t m e n t ) t r y i n g t o c o v e r up w a s t e i n h e a d o f f i c e . I n t h e 
w o r d s o f one C h i e f O l ' f i c e r i n t e r v i e w e d ( b u t e c h o e d by o t h e r s ) 
"They ( t h e h e a d - o f f i c e p e o p l e ) a r e s c a r e d t o g i v e us e x a c t 
f i g u r e s a b o u t t h e s h i p f o r t h i s w i l l show t h a t t h e s h i p s a r e 
w o r k i n g e f f i c i e n t l y and t h e y w o n ' t be a b l e t o u s e t h e i r b i g 
s t i c k s any l o n g e r o f a l w a y s t e l l i n g us t h a t w e ' r e m a k i n g a 
l o s s " ; a n d , i n the w o r d s o f an E n g i n e e r O f f i c e r " They k e e p 
on t e l l i n g us t h a t w e ' r e m a k i n g a l o s s b u t n o - o n e has e v e r 
p r o v e d i t by s h o w i n g us t h e f i g u r e s " ^ a n d , f i n a l l y , i n t l i e 
w o r d s o f a C h i e f E n g i n e e r " E v e r y y e a r s i n c e I j o i n e d t h i s 
company I ' v e been t o l d t h a t t l i e s h i p s a r e l o s i n g money. W e l l , 
how t h e h e l l c a n a company k e e p g o i n g i f i t makes a l o s s 
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e v e r y s i n g l e y e a r f o r t w e n t y y e a r s ? No, I ' l l t e l l y o u 
t l i e t r o u b l e : We i n t h e s h i p s s l o g o u r g u t s o u t , we 
d o n ' t g e t any i n c r e a s e i n c r e w ; - l o o k a t t h i s s h i p , we've 
tJie same s i z e c r e w as when she f i r s t came o u t y e t w e ' r e 
w o r k i n g a b l o o d y s i g h t h a r d e r t h e s e d a y s . B u t l o o k a t t h e 
s h o r e s t a f f ; l o o k how t h e y ' v e i n c r e a s e d i i 1 n u m b e r s - and 
t h a t ' s why we n e v e r g e t e x a c t f i g u r e s a b o u t c o s t s and p r o f i t s 
and l o s s e s i n Gem T a n k e r s ; we'd a l l be a b l e t o s e e t h a t t h e 
p r o f i t s a r e made by t h e s h i p s a nd t h e l o s s e s by t h e s h o r e " 
I n f a c t t h e r e a l c a u s e o f t h e a b s e n c e o f p r e c i s e f i n a n c i a l 
i n f o r m a t i o n b e i n g s e n t t o Gem s h i p s i s t h a t t h e Gem a c c o u n t i n g 
s y s t e m s i m p l y does n o t p r o d u c e such i n f o r m a t i o n - n o r c o u l d 
i t p r o d u c e such i n f o r m a t i o n f o r t h e r e l a t i o n s h i p b e t w e e n 
t h e o n l y c u s t o m e r (Gem O i l ) and t h e s h i p s (Gem T a n k e r s ) i s 
q u i t e d i f f e r e n t f r o m t h e n o r m a l r e l a t i o n s h i p s b e t w e e n 
c o m m e r c i a l s h i p p i n g c o m p a n i e s and t h e i r c u s t o m e r s ( s h i p p e r s 
and c o n s i g n e e s i m b e d d e d i n t h e e x t e r n a l e n v i r o n m e n t ) . 
The i n c i d e n t s and c o n v e r s a t i o n s r e c o r d e d a b o ve h a v e been 
i n t r b d u c e d i n o r d e r t o d r a w a t t e n t i o n t o t h e a c t u a l f e a t u r e s 
and a t t r i b u t e s o f t h e e c o n o m i c s y s t e m and t o i l l u s t r a t e t h e 
manner i n w h i c h r e a l and i m a g i n a r y f o r c e s i m p i n g e on t h e 
i n d i v i d u a l a b o a r d s h i p . I n c e r t a i n c o n d i t i o n s , f e a t u r e s 
and a t t r i b u t e s a r e i n ha r m o n y w h i l e u n d e r o t h e r c o n d i t i o n s 
t h e y may be i n c o n f l i c t , and p a r t s o f t h e s u r v e y q u e s t i o n n a i r e 
and i n t e r v i e w s w e r e a i m e d a t d e t e c t i n g w h e r e h a r m o n i e s a n d 
c o n f l i c t s w e r e e x p e r i e n c e d . 
F o r e x a m p l e , b e f o r e e n t e r i n g t h e f i e l d , I b e l i e v e d t h a t 
w i t h i n s h i p p i n g c o m p a n i e s a g r e a t e r d r i v e f o r e c o n o m i c 
e f f i c i e n c y h ad c a u s e d t h e n e w e r s h i p s t o be d e s i g n e d a nd 
o p e r a t e d t o a c h i e v e minimum t i m e i n p o r t , and t h a t t h e 
m i n i m i z a t i o n o f p o r t t i m e w o u l d be i n c o n f l i c t w i t h t h e 
a s p i r a t i o n s o f s e a f a r e r s t o t r a v e l , see t h e w o r l d and t o 
r e l a x a s l i o r e w h i l e t h e i r s h i p s w e r e i n p o r t . I n f a c t , I 
f o u n d t h a t w h i l e t h i s c o n f l i c t e x p e r i e n c e d by t h e y o u n g e r 
s e a f a r e r s , i t i s n o t e x p e r i e n c e d by t h e o l d e r men. T h e s e 
o l d e r men - most o f whom, a r e m a r r i e d w i t h c h i l d r e n - p r e f e r 
t h e r e w a r d o f more f r e q u e n t home l e a v e o f f e r e d by c o m p a n i e s 
t o d a y ( e v e n t h o u g h t h e y can no l o n g e r go a s h o r e i n p o r t f o r 
r e l a x a t i o n ) t o t h e l e s s f r e q u e n t l e a v e s , b u t w i t h more f r e e 
t i m e i n p o r t , o f y e s t e r y e a r . 
- 147 -
CHAPTER 7: THE TECHNICAL SYSTEM 
A l t h o u g h t h e s h i p , t h e c a r g o and t h e p o r t t e r m i n a l s meet 
A c k o f f ' s d e s c r i p t i o n o f a s y s t e m by b e i n g t h e i n t e r -
d e p e n d e n t p a r t s o f an o v e r a l l t e c h n i c a l e n t i t y , t h e s e 
e l e m e n t s t o g e t h e r do n o t f o r m a b e h a v i o u r a l s y s t e m . The 
c o l l e c t i o n o f i n t e r - d e p e n d e n t t e c h n i c a l e l e m e n t s may be 
d e s i g n a t e d as t h e S t a t i c T e c h n i c a l S y s t e m a n d , af/fecr b e i n g 
e n e r g i s e d by p e o p l e a n d / o r money, i t becomes t h e D y n a m i c 
T e c h n i c a l S y s t e m . As a D y n a m i c T e c h n i c a l S y s t e m i t c an 
meet t h e c o n d i t i o n s o f t h e i m p o r t - c o n v e r s i o n ^ - e x p o r t m o d e l 
o f s y s t e m s . 
W i t h i n t h e i m p o r t - c o n v e r s i o n - e x p o r t m o d e l , t h e r e a r e no 
b e h a v i o u r a l t e c h i t i c a l s y s t e m s i n s h i p p i n g ; t h e r e may be 
s o c i o - t e c h n i c a 1 s y s t e m s b u t , more c o m m o n l y , t h e r e a r c 
e c o n o m i c - s o c i o - t e c h n i c a l s y s t e m s . 
A t f i r s t s i g h t i t may be t h o u g h t t h a t t h e c a r g o f o r m s t h e 
raw m a t e r i a 1.and t h e v o y a g e t h e c o n v e r s i o n p r o c e s s b u t 
d e e p e r i n v e s t i g a t i o n shows t h i s i s n o t t h e c a s e . I n s h i p p i n g , 
t h e rav/ m a t e r i a l i s t h e g e o g r a p h i c a l s e p a r a t i o n b e t w e e n w h e r e 
some c a r g o now l i e s and w l i e r e t h e c a r g o - o w n e r w a n t s i t 
d e l i v e r e d ; t h e c o n v e r s i o n p r o c e s s i s t h e c a r r i a g e o f t h i s 
c a r g o a b o a r d s h i p ; and t h e e x p o r t i s t h e s a f e d e l i v e r y o f 
t h e c a r g o . I f t h e r e w e r e a p u r e l y t e c h n i c a l b e h a v i o u r a l 
s y s t e m i n s l i i p p i n g t h e n t h e e x p o r t w o u l d i m m e d i a t e l y a nd 
p h y s i c a l l y be c o n v e r t i b l e i n t o b o t h raw m a t e r i a l a nd e n e r g y 
f o r t h e n e x t c y c l e . 
I n t h e t r a n s a c t i o n s b e t w e e n t h e s y s t e m and i t s e x t e r n a l 
e n v i r o n m e n t money i s , o f c o u r s e , u s e d t o c o n v e r t t l i e e x p o r t 
i n t o e n e r g y f o r t h e n e x t c y c l e b u t i t i s n o t u s e d t o buy 
f u r t l i c r s u p p l i e s o f r a w m a t e r i a l - t h e r a w m a t e r i c i l o f 
g e o g r a p h i c a l s e p a r a t i o n d o es n o t have t o be made, m i n e d o r 
b o u g h t , i t i s j u s t s i m p l y t h e r e . T h u s , i t i s a r g u e d t h a t 
j u s t as t h e r e i s no p u r e l y t e c h n i c a l b e h a v i o u r a l s y s t e m i n 
s h i p p i n g n e i t h e r i s t h e r e a p u r e l y e c o n o m i c - t e c h n i c a l 
b e h a v i o u r a l s y s t e m . K n o w l e d g e and human s k i l l i s r e q u i r e d 
t o p o s i t i o n t h e s h i p a t h e r n e x t l o a d i n g p o r t f o r t h e 
commencement o f h e r n e x t c y c l e o f l o a d - c a r r y - d i s c h a r g e . 
To h e l p t h e l a y r e a d e r , i t may be w o r t h m e n t i o n i n g t h a t 
a g r e a t d e g r e e o f s k i l l and e x p e r i e n c e i s r e q u i r e d i n t h e 
open c h a r t e r m a r k e t i f a s h i p - f o r e x a m p l e , a P o l y c h e m 
s h i p - i s t o be d i r e c t e d t o t h e r i g h t p o r t w h e r e c a r g o a w a i t s 
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I t i s t h e r e f o r e a r g u e d t h a t t h e o n l y s y s t e m w h i c h e m b r a c e s 
t h e t o t a l i t y o f a c t i o n s and b e h a v i o u r a l p a t t e r n s i n 
s h i p p i n g i s an e c o n o m i c - s o c i o - t e c h n i c a l s y s t e m . 
The g r o s s , s t a t i c , t e c h n i c a l s y s t e m c o n s i s t s o f a l l t h e 
p h y s i c a l o b j e c t s u s e d by t h e e n t e r p r i s e t o g e t h e r w i t h i t s 
p h y s i c a l raw m a t e r i a l s , i t s f i n i s h e d p r o d u c t s and t h e p h y s i c a l 
f e a t u r e s o f t h e t e r r e s t r i a l e n v i r o n m e n t i n w h i c h i t o p e r a t e s . 
An o b j e c t need n o t be owned by a company t o be p a r t o f t h a t 
company's t e c h n i c a l s y s t e m b u t , t o b r i n g an e x t e r n a l l y 
owned o b j e c t t e m p o r a r i l y i n t o t h e t e c h n i c a l s y s t e m , t h e 
company u s u a l l y h a s t o pay a c h a r g e t o t h e e x t e r n a l owi»er, 
^ • g o p o r t c h a r g e s i n r e t u r n f o r u s i n g a d o c k t e r m i n a l , o r 
t u g h i r e f o r u s i n g t u g S o 
The g r o s s , d y n a m i c , t e c h n i c a l s y s t e m i s t h e s t a t i c t e c h n i c a l 
s y s t e m p l u s e f f e c t i v e e n e r g y , w h i c h e n e r g y may be i n v a r i o u s 
f o r m s : -
( j - ) P h y s i c a l e n e r g y . I n s h i p s t h i s i s f u e l o i l w h i c h i s 
c o n v e r t e d i n t o o t h e r u s e f u l f o r m s o f e n e r g y t o p r o p e l 
and g u i d e t h e s h i p a l o n g a c h o s e n c o u r s e , t o l o a d and 
d i s c h a r g e c a r g o , t o p r o v i d e warmth., w a s h i n g a n d 
c o b k i n g f a c i l i t i e s f o r t h e c r e w , and t o c o m m u n i c a t e 
w i t h t h e o u t s i d e w o r l d by r a d i o , 
( i i ) Human e n e r g y . T h i s may be u s e d i n t h e t w o , s e l f -
e x p l a n a t o r y , f o r m s o f human m e n t a l e n e r g y a n d human 
m u s c u l a r e n e r g y , 
( i l l ) F i n a n e i a l c n e r ^ ^ . The company n e e d s - and u s e s - money 
t o buy p h y s i c s 1 and human e n e r g y and t o pay f o r 
t e m p o r a r y e x t e n s i o n s t o i t s t e c h n i c a l a n d / o r s o c i a l 
sy s t e m s , 
An i m p o r t a n t p a r t o f o r g a n i z a t i o n a l a n a l y s i s l i e s i n 
d e t e r m i n i n g t h e n a t u r e o f t h e s e v a r i o u s f o r m s o f e n e r g y 
and t h e p o i n t s a t w h i c h t h e s e e n e r g i e s a r e c o n t r o l l e d . I n 
some o f t h e e a r l i e r s t u d i e s o f s h i p p i n g , f o r e x a m p l e A. 
T r i s t ( 1 9 6 8 ) , t h e r e s e a r c h e r s c o n c e n t r a t e d on t h e s o u r c e 
and c o n t r o l o f t h e p r i m a r y p h y s i c a l s o u r c e o f e n e r g y a b o a r d 
s h i p . T h i s , t h e y q u i t e r i g h t l y s a y , l i e s i n t h e e n g i n e r o o j n 
and i s u n d e r t h e d i r e c t c o n t r o l o f tl»e C h i e f E n g i n e e r . T h e i r 
i m p l i e d c o n c l u s i o n i s t h a t , as t h e C h i e f E n g i n e e r c o n t r o l s 
t h e p r i m e s o u r c e o f a l l ( s i c ) e n e r g y , he s h o u l d be t h e man 
p l a c e d i n c o n t r o l o f the w h o l e s h i p . I t a k e i s s u e w i t h t h e s e 
r e s e a r c h e r s f o r , i n my o p i n i o n , t h e y i g n o r e d t h e s o u r c e s and 
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p o i n t s o f c o n t r o l o f t h e human and f i n a n c i a l e n e r g i e s . 
The p o i n t o f c o n t r o l o f f i n a n c i a l e n e r g y c l e a r l y l i e s 
o u t s i d e t h e s h i p ; a l l e x p e n d i t u r e s a nd r e v e n u e s a r e 
c o n t r o l l e d a t head o f f i c e . F u e l o i l , s h i p s ' s t o r e s and 
a l l t e m p o r a r y ' e x t e n s i o n s t o t h e t e c h n i c a l s y s t e m ( e ^ g . 
t u g s ) a r e supi">lied u n d e r c o n t r a c t s n e g o t i a t e d and p a i d 
f o r by a p p r o p r i a t e d e i : ) a r t m e n t a l m a n a g e r s i n head o f f i c e . 
A b o a r d s h i p t h e r e i s no c o n t r o l w h a t s o e v e r ( i n t h e 
o r g a n i z a t i o n a l s e n s e ) o f t h e c o m p a n y ' s f i n a n c i a l e n e r g y . 
A l l t h a t p e o p l e on b o a r d can do - so f a r as f i n a n c e i s 
c o n c e r n e d - i s c h e c k t h a t t h e money ( f i n a n c i a l e n e r g y ) 
a J l o c a t e d t o them i s e f f e c t i v e l y u s e d and n o t w a s t e d ^ 
E a r l i e r i n t h i s r e p o r t , t h e s h i p s ' o f f i c e r was d e f i n e d 
as a * c o s t - m i n i m i s e r ' b u t t h i s c a n be r e p h r a s e d t o d e f i n e 
t h e s h i p s ' o f f i c e r as "one who i s r e q u i r e d t o make e f f e c t i v e 
use o f t h e f i n a n c i a l e n e r g y a l j L o c a t e d t o h i s shipl'. ( N o t e : 
N o t a l l o c a t e d t o hjjn)« 
W i t l i i n t h e f l o w o f human e n e r g y t h e r e a r e t h r e e o r f o u r 
l e v e l s o f c o n t r o l . L e a v i n g a s i d e , f o r a moment, t h a t p a r t 
o f t h e m e n t a l e n e r g y b e s t d e s c r i b e d a s c o d i f i e d k n o w l e d g e , 
one can i d e n t i f y f o u r . l e v e l s o f c o n t r o l o f human e n e r g y : -
l . c v e l 1 : The head o f t h e p e r s o n n e l d e p a r t m e n t ; t h e one who 
h i r e s and f i r e s ; t h e one r e s p o n s i b l e f o r r e c r u i t i n g 
s u f f i c i e n t p e o p l e o f t h e r i g h t c a l i b r e t o man t h e 
s h i p s . 
L e v e l 2: The s h i p ' s M a s t e r ; t h e one who c o - o r d i n a t e s human 
e f f o r t s a b o a r d s h i p . He v e r y r a r e l y r e c r u i t s a man 
f r o m o u t s i d e t h e company ( h e s u b m i t s h i s n e e d s f o r 
p e r s o n n e l r e p l a c e m e n t s t o h e a d - o f f i c e ) , a nd h i s 
p o w e r s t o f i r e a man a r e , t o d a y , v e r y r e s t r i c t e d . 
L e v e l 3: The s e n t i e n t g r o u p on b o a r d t o w h i c h t h e man b e l o n g s ; 
t l i e g r o u p o f o f f i c e r s o r r a t . i n g s w h i c i t i m p o s e s i t s 
commonly a c c e p t e d norms and v a l u e s upon t h e i n d i v i d u a l 
T h i s g r o u p has no f o r m a l a u t h o r i t y f o r h i r i n g o r 
f i r i n g a member b u t i t may t r y t o f o r c e a member 
t o r e s i g n f r o m t h e s h i p by o s t r a c i z i n g h i m . 
L e v e l 4: The i n d i v i d u a l h i m s e l f ; t o g r e a t e x t e n t he c o n t r o l s 
t h e amount o f m u s c u l a r and m e n t a l e n e r g y he g i v e s t o 
t h e s h i 13. 
I l a r m o n i e s and c o n f l i c t s w e r e o b s e r v e d t o e x l f t t J i C t w e e n t h e s e 
l e v e l s o f c o n t r o l b u t I w o u l d now I j . k c t o r e p o r t on one 
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a s p e c t o f t h e m e n t a l e n e r g y n e e d e d t o c o n v e r t t h e s t a t i c 
i n t o t l i e d y n a m i c t e c h n i c a l system^, 
P a r t o f t h e m e n t a l e n e r g y r e q u i r e d t o o p e r a t e a s h i p i s 
k n o w l e d g e b o r n e o f p a s t e x p e r i e n c e . Some o f t h e r e q u i s i t e 
k n o w l e d g e i s i m b e d d e d w i t h i n t h e i n d i v i d u a l s f o r m i n g t h e 
t o t a l c r e w w h i l e some i s i m b e d d e d w i t l i i n t h e company's 
o p e r a t i o n a l d e p a r t m e n t s i n t h e f o r m o f r e c o r d s o f p a s t 
e x p e r i e n c e s . The g r e a t e r p a r t o f t h i s o p e r a t i o n a l k n o w l e d g e 
i s t r a n s m i t t e d t o t h e c r e w i n t h e f o r m o f company r u l e s 
and r e g u l a t i o n s , c i r c u l a r l e t t e r s t o a l l s h i p s , a nd 
o p e r a t i o n a l h a n d b o o k s . Because o f i t s s i z e and a g e , Gem 
T a n k e r s h a s a l a r g e s t o c k o f t h i s c o d i f i e d s h i p p i n g 
k n o w l e d g e and t h e c h a n c e o f a Gem s h i p m e e t i n g an u n e x p e c t e d 
c i r c u m s t a n c e ( n e v e r b e f o r e e x p e r i e n c e d by one Gem s h i p o r 
ai-iOther) i s v e r y s m a l l i n d e e d . 
P o l y c h e m , on t h e o t h e r h a n d , i s a s y e t t o o s m a l l and t o o 
y o u n g t o have been a b l e t o b u i l d up a s t o c k o f o p e r a t i o n a l 
k n o w l e d g e a n d , a l m o s t d a i l y , u n e x p e c t e d c i r c u m s t a n c e s a nd 
e x c e p t i o n s a r e e x p e r i e n c e d by t h e P o l y c h c m s h i p s . 
An a p p r o a c h t o t h e a n a l y s i s o f o r g a n i z a t i o n s made by 
P e r r o w ( 1 9 6 7 ) i s h e l p f u l i n u n d e r s t a n d i n g s i g n i f i c a n t 
d i f f e r e n c e s b e t w e e n Gem and P o l y c h e m . P e r r o w s u g g e s t s t h a t 
a t t e n t i o n s h o u l d be g i v e n t o t w o a s p e c t s o f t h e t e c h n i c a l 
s y s t e m : -
( 1 ) The a c t u a l and p e r c e i v e d n a t u r e o f t h e r a w m a t e i * i a l 
w h i c h has t o be p r o c e s s e d ; a nd 
( 2 ) The n a t u r e o f t h e ' s e a r c h * j i r o c e s s e s w h i c h a r e a d o p t e d 
when e x c e p t i o n s a r i s e . 
He s u g g e s t s t h a t t h e raw m a t e r i a l may be u n i f o r m and w e l l 
u n d e r s t o o d o r v a r i a b l e and p o o r l y u n d e r s t o o d ; t h a t c o m p a n i e s 
may o p e r a t e i n s u c h a manner as t o e n c o u n t e r many e x c e p t i o n s 
o r few e x c e p t i o n s ; anc t h a t , when e x c e p t i o n s ( p r o b l e m s ) a r i s e , 
t h e y may be a n a l y z a b l e ( i n t e r m s o f t h e p r i n c i p l e s w h i c h h a v e 
emerged f r o m t h e c o d i f i e d s t o c k o f o p e r a t i o n a l k n o w l e d g e ) o r 
u n a n a l y z a b l e ( i n w h i c h c a s e p e o p l e h a v e t o f a l l b a c k on 
i n t u i t i o n o r p a s t e x p e r i e n c e ) . 
Gem T a n k e r s , as has a l r e a d y been m e n t i o n e d , i s a l a r g e o l d 
company w l i i c l i has o p e r a t e d s h i p s i n t h e c r u d e - o i l and 
o i l - p r o d u c t s t r a d e s f o r o v e r 50 y e a r s . W i t h i n P e r r o w ' s 
d e f i n i t i o n s , t h e i r raw m a t e r i a l i s u ' e l l u n d e r s t o o d , t h e i r 
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s h i p s e n c o u n t e r v e r y f e w e x c e p t i o n s a n d , e v e n when t h e y d o , 
t h e p r o b l e m s a r e a n a l y z a b l e i n t e r m s o f t h e i r k n o w l e d g e o f 
t a n k e r s . 
P o l y c t i c m T a n k e r s l i e t o w a r d s t h e o p p o s i t e end o f e a c h 
d i m e n s i o n . A l m o s t m o n t h l y , new t y p e s o f c h e m i c a l c a r g o e s 
a p p e a r i n t h e sea t r a n s p o r t s c e n e and t h i s f e a t u r e o f t h e 
c h e m i c a l i n d u s t r y , p l u s t h e f a c t t h a t P o l y c h e m i s new t o 
t h e c h e m i c a l t a n k e r b u s i n e s s , means t h a t , i n P o l y c h e m , t h e 
raw m a t e r i a l i s ( r e l a t i v e l y ) p o o r l y u n d e r s t o o d ; P o l y c h e m 
s h i p s f r e q u e n t l y e n c o u n t e r e x c e p t i o n s a n d , o w i n g t o t h e 
a b s e n c e o f a s t o c k o f o p e r a t i o n a l k n o w l e d g e , t h e p r o b l e m s 
p r e s e n t e d a r e u s u a l l y u n a n a l y z a b l c w i t h t h e r e s u l t t h a t 
t h e i n d i v i d u a l s i n v o l v e d f a l l b a c k on t h e i r own p a s t 
e x p e r i e n c e s . The d i m e n s i o n a l p o s i t i o n s o f Gem and P o l y c h e m 
a r e i l l u s t r a t e d i n D i a g r a m 7 o l 
Many p 
u n a n a l y z a b l e 
e x c e p t i o n s 
U n i f oi-m 
r:iw m a t e r i a l 
clieni 
T a n k e r s 
V a r i a b l e 
r a w ma t e r i a 1 : 
w e l l u n d e r s t o o d p o o r l y u n d e r s t o o d 
Few, 
a n a l y z a b l e 
e x c e p t i o n s 
D i a g r a m 7 o l : D i m e n s i o n a l p o s i t i o n s o f Gem and P o l y c h e m by 
n;.iture o f r a w m a t e r i a l and s e a r c h p r o c e s s e s 
The t o t a l s t o c k o f k n o w l e d g e i n Gem T a n k e r s i s so c o m p l e t e 
and a l l e m b r a c i n g t h a t , by and l a r g e , t h e s p e c i f i c i n d i v i d u a l 
i n c h a r g e o f a p a r t i c u l a r o p e r a t i o n h a s r e l a t i v e l y ' l i t t l e 
e f f e c t on t h e e v e n t u a l o u t c o m e ; t h e company*s s t o c k o f 
p e o p l e 
k n o w l e d g e e n a b l e s ^ w i t h i n a w i d e s p r e a d o f c a p a b i l i t i e s 
t o c o n d u c t c e r t a i n o p e r a t i o n s a t a r e a s o n a b l e l e v e l o f 
e f f i c i e n c y a l t h o u g h , c l e a r l y , some i n d i v i d u a l s p e r f o r m 
c e r t a i n t a s k s b e t t e r t h a n do o t h e r s . 
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The s t o c k o f k n o w l e d g e i n P o l y c h e m i s , as y e t , so s m a l l 
t h a t s p e c i f i c i n d i v i d u a l s h a v e a l a r g e e f f e c t on t h e 
o u t c o m e o f c e r t a i n o p e r a t i o n s , p a r t i c u l a r l y when e x c e p t i o n s 
a r i s e . When the e x c e p t i o n s e n c o u n t e r e d a r e many an d g e n e r a l l y 
u n a n a J y z a b J e , t h e man w i t h t h e r i g h t d e g r e e o f i n t u i t i o n 
and a p p r o p r i a t e p a s t e x p e r i e n c e i s u s u a J l y b e t t e r a b l e t o 
make a c o r r e c t d e c i s i o n t h a n t h e man w i t h p o o r i n t u i t i o n and 
p a s t e x p e r i e n c e . The p e o p l e i n P o l y c h e m f e e l t h a t t h e y a r e 
n e e d e d as i n d i v i d u a J . s and t i i a t e a c h c a n make m a j o r c o n t r i b -
u t i o n s t o t h e company's s u c c e s s . Many P o l y c h e m p e o p l e , 
p a r t i c u l a r l y among t h e s h o r e s t a f f , f i n d t h i s a h i g h l y 
c l i a l i e n g i n g and s a t i s f y i n g c l i m a t e w i t h i n w h i c h t o w o r k . 
P o l y c h e m i s s t i l l p a s s i n g t h r o u g l i t h e f i r s t s t a g e o f r a p i d 
c h a n g e when each i n c i d e n t w h i c h o c c u r s makes a r e l a t i v e l y 
m a s s i v e c o n t r i b u t i o n t o t h e c o mpany's s t o c k o f k n o w l e d g e . 
Gem T a n k e r s p a s s e d t h r o u g h t h e p l i a s e o f r a p i d l e a r n i . n g many 
y e a r s ago and i s now a t t h e s t a g e w l i e r e any f u r t h e r i n c r e m e n t s 
t o t h e company's s t o c k o f k n o w l e d g e w i l l be e x p e n s i v e ( i n 
t e r m s o f human e f f o r t ) and m a r g i n a l o Those i n d i v i d u a l s who 
a r e s a t i s f i e d w i t h a medium l e v e l o f p e r f o r m a n c e f i n d t h e 
c ompany's o m n i s c i e n c e r e p u g n a n t and f e e l t h a t , as i n d i v i d u a l s , 
t h e y h a v e l i t t l e t o c o n t r i b u t e . But t h o s e i n d i v i d u a l s who, 
f o r one r e a s o n o r a n o t h e r , f e e l i n w a r d l y d r i v e n t o d e m o n s t r a t e 
r e a l l y s u p e r b l e v e l s o f p e r f o r m a n c e f i n d t h a t t h e y c a n d r a w 
on t h e company's s t o c k o f k n o w l e d g e and r e s o u r c e s t o i m p r o v e 
t h e i r p e r f o r m a n c e l e v e l s s t i l l f u r t h e r ^ Gem T a n k e r s o f f e r s 
c h a l l e n g e and sa t i?-: f a c t i o n t o t h e * h i g h f l y e r s ' b u t a l o w e r 
l e v e l o f s n t s i f a c t i o n and c h a l l e n g e t o t h e 'medium p e r f o r m e r s ' . 
As m e n t i o n e d e a r l i e r i n t h i s i * e p o r t , when I e m b a r k e d on t h i s 
r e s e a r c h p r ogramme, I b e l i e v e d t h a t t h e g r o w i n g m e c h a n i z a t i o n 
o f s h i p s was f a c i l i t a t i n g t h e c o l l e c t i o n o f g r e a t e r a m o u n t s 
o f q u a n t i f i e d p e r f o r m a n c e d a t a w h i c h , i n t u r n , was b e i n g 
t r a n s l a t e d i n t o a g r e a t e r rxumber o f more s p e c i f i c o p e r a t i n g 
i n s t r u c t i o n s ; t h a t i s , I f e l t t h a t t h e k n o w l e d g e n e e d e d t o 
o p e r a t e s h i p s was b e i n g c o d i f i e d and t h a t s u c h c o d i f i c a t i o n 
and i s s u a n c e o f s p e c i f i c o p e r a t i n g i n s t r u c t i o n s w o u l d be 
e x p e r i e n c e d n e g a t i v e l y by t h e i n d i v i d u a J . i s t t y p e o f s e a f a r e r 
w i s h i n g t o e x e r c i s e d i s c r e t i o n a n d j u d g e m e n t i n h i s j o b . T h a t 
1 d i d n o t f i n d t h e s e n e g a t i v e f e e l i n g s i n t h e f i e l d c a n be 
e x p l a i n e d by ( i ) s h i p s ' o f f i c e r s f i n d t h e o p e r a t i n g i n s t r u c -
t i o n s s u p p o r t i v e and l i e l p f u l ; ( i i ) t h e ' h i g h f l y e r s ' i n Gem 
w e r e u s i n g t h e c o d i f i e d k n o w l e d g e t o d e v e l o p t h e m s e l v e s f u r t h e r ; 
and ( i i i ) t h e P o l y c h e m p e o p l e were i n t h e i r r a p i d l e a r n i n g phase 
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CilAPTER 8: 'TWE SOCIAL SYSTEM 
I t i s p r o b a b l e t h a t v e r y f e w o b j e c t i o n s w o u l d be r a i s e d i f 
I w e r e t o d e s c r i b e t h e t o t a l s e t o f sea and s h o r e e m p l o y e e s 
as t h e s o c i a l s y s t e m o f t h e s h i p p i n g c o mpany, o r t h e t o t a l 
c r e w as t h e s o c i a l s y s t e m o f t h e s h i p , f o r t h e i n d i v u a l s 
so g r o u p e d a r e i n f a c t t h e i n t e r d e p e n d e n t p a r t s o f a s o c i a l 
e n t i t y « and t h i s r e l a t i o n s h i p m e e t s A c k o f f * s d e s c r i p t i o n 
o f a s y s t e m . 
B u t , s i n c e e n t e r i n g t h e f i e l d , I am no l o n g e r p e r s u a d e d 
t l i a t t h e s i m p l e a s s e m b l a g e o f p e r s o n s i s a s o c i a l s y s t e m 
f o r , as a s i m p l e a s s e m b l a g e , t h e y a r e i n c a p a b l e o f s y s t e m i c 
b e h a v i o u r and t h e i r b e h a v i o u r a l a c t i v i t i e s a r e n o t n e c e s s a r i l y 
o f a c y c l i c a l n a t u r e . I f one a p p l i e s t h e i m p o r t - c o n v e r s i o n " 
e x p o r t m o d e l t o a g r o u p o f p e o p l e one may f i n d t h a t as some 
l e a v e o t h e r s move i n t o t a k e t h e i r p l a c e s ; t h i s o c c u r s , f o r 
e x a m p l e , a b o a r d a s h i p - as one o r more c r e w members l e a v e 
so o t h e r s a r e a p p o i n t e d t o t a k e t h e i r p l a c e s . B u t w h a t 
c o n v e r s i o n p r o c e s s t a k e s p l a c e w h i l e t h e y a r c i n t h e ' s y s t e m * ? 
I am now p e r s u a d e d t h a t a s o c i a J s y s t e m i s an a b s t r a c t c o n c e p t 
and t h a t t ! i e i m p o r t s and e x p o r t s a r e n o t p e o p l e b u t t l i a t i m p o r t s 
a r e , a t t r a c t i o n s and e x p o r t s a r e r e p u t a t i o n s . The c o n v e r s i o n 
p r o c e s s w i t h i n t h e s y s t e m , as I see i t , i s s o c i a l i z a t i o n . 
L e t me p u t i t a n o t h e r way: A t f i r s t s i g h t , a company a p p e a r s t o 
i m p o r t ( r e c r u i t ) p e o p l e f r o m o u t s i d e s o c i e t y i n t o i t s 
l a b o u r f o r c e t o r e p l a c e t h o s e who have l e f t ( e x p o r t e d ) b u t , 
u n l e s s t l i e r e i s some t r a n s a c t i o n b e t w e e n t h e * s y s t e m ' a n d 
i t s e x t e r n a l e n v i r o n m e n t w h e r e b y e x p o r t s a r e e x c h a n g e d f o r 
f u r t h e r i m p o r t s , no s y s t e m c a n be s a i d t o e x i s t w i t h i n t h e 
d e f i n i t i o n s u s e d h e r e . F u r t h e r m o r e , t h e i m p o r t a n d e x p o r t 
o f a c t u a l p e o p l e c a i i n o t e x p l a i n t h e c o n t i n u e d e x i s t e n c e o f 
a s o c i a l systemo On d e e p e r i n v e s t i g a t i o n , i t a p p e a r s t h a t 
t h e company has t o i m p o r t a u t h o r i z a t i o n f r o m s o c i e t y a t l a r g e 
and o c c u p a t i o n a l c h o i c e f r o m i n d i v i d u a l s ; t h a t i s , t h e i m p o r t 
i s t h e a t t r a c t i o n an a p p l i c a n t h a s f o r t h a t company p l u s t h e 
p e r m i s s i o n f r o m s o c i e t y t o en g a g e himo Once he h a s j o i n e d 
t h e company he e n t e r s a c o n v e r s i o n p r o c e s s ; w h i c h , t o be 
s u c c e s s f u l , must p e r s u a d e t h e man t h a t t h i s i s a g o o d 
company t o w o r k f o r . When he l e a v e s t h a t c o mpany, t h e 
company i s , i n f a c t , e x p o r t i n g b a c k i n t o t h e e n v i r o n m e n t i t s 
r e p u t a t i o n . The l e a v e r c a r r i e s w i t h h i m e v i d e n c e , i n v a r i o u s 
f o r m s , o f t h e m e r i t s and v i r t u e s o f t h e s o c i a l s y s t e m t h r o u g h 
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w h i c h h e h a s p a s s e d a n d , i n t h e e x t e r n a l e n v i r o n m e n t , t h i s 
e v i d e n c e - o r r e p u t a t i o n - i s c o n v e r t e d i n t o f u r t h e r 
a u t h o r i z a t i o n f r o m s o c i e t y f o r t h e s y s t e m t o c o n t i n u e a n d 
i n t o p o s i t i v e a t t r a c t i o n s t o w a r d s t h e c o m p a n y i n p o t e n t i a l 
a p p l i c a n t S o 
T h e v a l u e o f t h i s m o d e l - o f a u t h o r i z a t i o n a n d p o s i t i v e 
a t t r a c t i o n s b e i n g t h e i m p o r t s , s o c i a l i z a t i o n b e i n g t h . e 
c o n v e r s i o n p r o c e s s , a n d r e p u t a t i o n b e i n g t h e e x p o r t — i s 
t h a t i t c l a r i f i e s t h e s i g n i f i c a n t d i f f e r e n c e s ' o b s e r v e d 
b e t w e e n o l d Gem a n d y o u n g P o l y c h e m ; i t e n a b l e s g e n e r a l 
s o c i e t a l v a l u e s a n d i n d i v i d u a l m o t i v a t i o n s t o be b l e n d e d 
i n t o t h e f e a t u r e s a n d a t t r i b u t e s o f o r g a n i z a t i o n s ; a n d i t 
h i g h l i g h t s t h o s e a c t i v i t i e s d e m a n d i n g t h e c l o s e s t a t t e n t i o n 
f r o m t h e p e r s o n n e l m a n a g e r s o f s h i p p i n g c o m p a n i e s . T h e m o d e l 
may be u s e d t o e x p l a i n t h e c u r r e n t s h o r t a g e o f p e o p l e i n B r i t a i n 
a p p l y i n g t o g o t o s e a . I t c e r t a i n l y h i g h l i g h t s , o n c e a g a i n , 
t h e i m p o r t a n c e o f o r g a n i z a t i o n a l h i s t o r y . 
Wl ien I e x a m i n e t h e s o c i a l s y s t e m o f Gem ( i o e . t h e c o n c e p t u a l 
s y s t e m , n o t the a s s e m b l a g e o f p e o p l e ) , 1 f i n d t h a t o v e r t h e 
y e a r s i t h a s e s t a b l i s h e d a g o o d r e p u t a t i o n i n t h e r e l e v a n t 
p a r t s o f i t s e x t e r n a l ( r e c r u i t i n g ) e n v i r o n m e n t a n d t h a t 
s o c i e t y g e n e r a l l y a u t h o r i z e s Gem t o c o n t i n u e r e c r u i t i n g 
y o u n g p e o p l e . By o f f e r i n g w a g e s , h o m e l e a v e a n d f a m i l y 
w e l f a r e c o n d i t i o n s g e n e r a l l y a b o v e t h e m a j o r i t y o f B r i t i s h 
s h i p p i n g c o m p a n i e s , t h e l o n g e r s e r v i n g m e m b e r s b e c o m e 
p e r s u a d e d t h a t Gem i s a g o o d c o m p a n y t o w o i ^ k f o r a n d , w h e n 
t h e s e m e m b e r s l e a v e G e m , t h e y c a r r y w i t h t h e m s t o r i e s w l i i c h 
e n h a n c e t h e r e p u t a t i o n o f Gem i n s o c i e t y a s h o r e . 
P o i y c l i e m , o n t h e o t h e r h a n d , i s s t i l l t o o y o u n g t o h a v e 
b e e n a b l e t o e s t a b l i s h a r e p u t a t i o n i n s o c i e t y ; i n f a c t i t 
i s h i g h l y p r o b a b l e t h a t t h e g r e a t m a j o r i t y o f s h o r e p e o p l e , 
a n d m o s t s e a f a r e r s , h a v e n e v e r h e a r d o f P o l y c h e m o T h u s 
P o l y c h c m i s a t t h e s t a g e o f h a v i n g t o i m p o r t w i t h o u t y e t 
b e i n g a b l e t o e x p o r t o P o l y c h e m h a s t o b a s e i t s r e c r u i t i n g 
a d v e r t s u p o n f e a t u r e s ( b u t , m o r e l i k e l y , m a n a g e r i a l a t t r i b u t e s ) 
w h i c h i t b e l i e v e s i t p o s s e s s e s a n d w h i c h i t b e l i e v e s w i l l 
c r e a t e p o s i t i v e a t t i t u d e s t o w a r d s t h e c o m p a n y i n p o t e n t i a l 
T h i s s t a t e m e n t i s n o t e n t i r e l y t r u e . F o r m a n y 3 ' e a r s , Gem h a d 
a v e r y p o o r r e p u t a t i o n a m o n g t h e t o t a l r a t i n g l a b o u r f o r c e o f 
t i i e M e r c h a n t N a v y a n d , a l t h o u g h s o c i e t y d i d n o t e x p r e s s l y f o r b i d 
p e o p l e t o j o i n G e m , n o r m a t i v e v a l u e s a m o n g t l i e r a t i n g g r o u p 
d i s s u a d e d r a t i n g s f r o m a p p l y i n g t o Gem a s t h e i r f i r s t c h o i c e o f 
s e a g o i n g e m p l o y m e n t . 
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r e c r u i t s . 
So f a r , i n t h i s c h a p t e r , t h e i m p l i e d a s s u m p t i o n h a s b e e n 
t h a t t h e s o c i a l s y s t e m o f t h e c o m p a n y c o n t i n u e s t o e x i s t 
by e x p o r t i t » g a r e p u t a t i o n g e n e r a l Jy e v a l u a t e d a s " g o o d " b y 
t h e r e l e v a n t p a r t s o f t h e e x t e r n a l s o c i e t y . B u t i t i s 
e q u a l l y p o s s i b l e f o r t h e o p p o s i t e t o o c c u r : T h e s o c i a l i -
z a t i o n p r o c e s s t h r o u g h w h i c h m e m b e i ' s p a s s m a y b e s o m i s -
m a t c h e d t o g e n e r a l s o c i e t a l v a l u e s , ( i t may h a v e f e a t u r e s 
v / h i c h a r e e v a l u a t e d b y s o c i e t y a s ' b a d * a n d s h i p b o a r d 
c o n i i i t i o n s m a y b e e x p e r i e n c e d n e g a t i v e l y b y m e m b e r s ) , t h a t 
t h e c o m p a n y e x p o r t s a b a d r e p u t a t i o n . I n t u r n t h i s c a u s e s 
a r e d u c t i o n i n t h e a m o u n t o f a u t h o r i z a t i o n g i v e n b y s o c i e t y 
a n d a r e d u c t i o n i n t h e n u m b e r o f p e o p l e a p p l y i n g t o j o i n . 
A s h i p p i n g c o m p a n y c o u l d h a v e f e a t u r e s i n i t s w o r k i n g 
c o n d i t i o n s w h i c h w o u l d I)c e v a l u a t e d b y t h e g r e a t e r m a j o r i t y 
o f s o c i e t y a s b a d . F o r e x a m p l e , i f a c o m p a n y s o a r r a n g e d 
i t s v o y a g e s a n d h o m e l e a v e m e t h o d s t h a t a m a n r e t u r n e d h o m e 
t o h i s f a m i l y a t i n t e r v a l s o f t w o o r t h r e e y e a r s , i t i s 
m o s t p r o b a b l e t h a t s o c i e t y w o u l d e v a l u a t e t h i s a s b a d a n d 
t h a t c o m p a n y w o u l d e x p e r i e n c e g r e a t d i f f i c u l t y i n r e c r u i t i n g 
a n d r e t a i n i n g p e o p l e , B u t ^ w h e n I f i r s t w e n t t o s c a ^ h o m e l e a v e 
w a s o n l y g r a n t e d a t i n t e r v a l s o f t w o y e a r s a n d b o t h s e a g o i n g 
a n d s h o r e s o c i e t y a c c e p t e d t h i s f e a t u r e ^ 
D u r i n g t h e l a s t 15 y e a r s , s o m e t h i n g h a s c h a n g e d w i t h i n o r 
w i t h o u t t h e o v e r a l l s o c i a l s y s t e m o f t h e s h i p p i n g i n d u s t r y . 
T h e i n t e r v a l s o f s e r v i c e b e t w e e n h o m e l e a v e s h a s b e e n 
s u c c e s s i v e l y r e d u c e d f r o m 2 y e a r s , t o 1 y e a r , t o 9 m o n t h s , 
t o 6 m o n t h s a n d , t o d a y , s o m e c o m p a n i e s a r e o f f e r i n g l e a v e 
a f t e r m o n t h s s e r v i c e w h i l e o n e p a r t i c u l a r c o m p a n y i s 
g r a n t i n g h o m e l e a v e e v e r y 3 m o n t h s . T h i s c h a n g e c a n n o t h a v e 
b e e n c a u s e d b y t h e e c o n o m i c s y s t e m f o r i t n e e d h a r d l y b e 
p o i n t e d o u t t h a t t h e c o s t o f f l y i n g p e o p l e t o a n d f r o m s h i p s 
e v e r y 4?^ m o n t h s i s m u c h h i g h e r t h a n r e l i e v i n g t h e m e v e r y 
t w o y e a r s o T h e c h a n g e c a n n o t h a v e t a k e n p l a c e t o m e e t t h e 
n e e d s o f t h e t e c h n i c a l s y s t e m f o r p e o p l e w h o s p e n d n o m o r e 
t h a n 4k m o n t h s i n a s h i p h a r d l y g e t t o u n d e r s t a n d h e r 
t e c h n i c a l q u i r k s a n d f e a t u r e s b e f o r e t h e y a r e t a k e n o u t , 
s e n t o n h o m e l e a v e a n d t h e n a p p o i n t e d t o a n o t h e r s i i i p . 
T h e c h a n g e m u s t h a v e t a k e n p l a c e i n t h e s o c i a l s y s t e m . 
A t s u p e r f i c i a l l e v e l s o m e s l \ i p p i n g m a n a g e r s s a y t h a t t l i c 
l o w e r e d i n t e r v a l s o f s e r v i c e b e t w e e n l e a v e s i s n o t h i n g 
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m o r e t h a n a r e f l e c t i o n o f c o n d i t i o n s o f f e r e d I j y t h e i r 
c o m p e t i t o r s f o r s e a g o i n g l a b o u r w h i l e o t h e r m a n a g e r s , 
i n t e r v i e w e d d u r i n g t h e p r o g r a m m e , s a i d t l i a t t h e m o r e 
f r e q u e n t l e a v e s w e r e g r a n t e d a s c o m p e n s a t i o n f o r t h e 
a b s e n c e o f f r e e t i m e f o r r e l a x a t i o n i n p o r t o B u t , b y 
a p p l y i n g s y s t e m s t h i n k i n g t o t h e p r e v a i l i n g s i t u a t i o n , 
the r e a l c a u s e o f t h e r e d u c t i o n i n p e r i o d s c a n be s e e n 
t o be t h e s o c i y i s y s t e m ' s n e e d t o e x p o r t a " g o o d " 
r e p u t a t i o n b a c k i n t o t h e e n v i r o n m e n t i n o r d e r t o s u r v i v e . 
When a s u m o f m o n e y i s b o r r o w e d o r a p i e c e o f e q u i p m e n t 
p u r c h a s e d , t h e p r e c i s e f e a t u r e s o f t h a t m o n e y o r 
e q u i p m e n t a r e k n o w n a n d , f u r t h e r m o r e , n e i t h e r t l i e m o n e y 
n o r t h e e q u i p m e n t p o s s e s s e s a n " a t t r i b u t e - g i v i n g " m e c h a n i s m . 
P r o v i d e d t h e l o a n o r e q u i p m e n t i s p r o p e r l y s e r v i c e d , i t 
b e h a v e s i n e x a c t l y t h e w a y i n t e n d e d b y t h e b o r r o w e r o r 
p u r c h a s e r . T h e s a m e d e g r e e o f p r e c i s i o n i n t h e i d e n t i f i c a t j . o n 
o f f e a t u r e s a n d t h e p r e d i c t a b i l i t y o f b e h a v i o u r i s n o t 
e n j o y e d w h e n a p e r s o n i s r e c r u i t e d t o t h e l a b o u r f o r c e ; 
A n i n d i v i d u a l h a s m a n y f e a t u r e s w h i c h a r e n e i t h e r r e c o g n i s e d 
n o r m e a s u r e d d u r i n g t l i c r e c r u i t m e n t p r o c e s s a n d , f u r t h e r m o r e , 
t h e i n d i v i d u a l c a r r i e s i n w i t h h i m h i s o w n b e h a v i o u r a l 
w o r l d a g a i n s t w h i c h h e s u b j e c t i v e l y e v a l u a t e s e x t e r n a l 
e v e n t s , a n d t h e s u b j e c t i v e e v a J . u a t i o n h e g i v e s t o o t h e r 
t h i n g s i s o n e o f t h e d e t e r m i n a n t s o f h i s b e h a v i o u r . 
I f s o c i a l v a l u e s a r e d e f i n e d a s t h e c o n s e n s u s o f c o m m o n 
c h a r a c t e r i s t i c s o f t h e b e h a v i o u r a l w o r l d s o f a g r o u p o f 
i n d i v i d u a l s , i t c a n b e s a i d t h a t t h e y o u n g m e n c u r r e n t l y 
b e i n g r e c r u i t e d t o t h e s h i p p i n g i n d u s t r y a r e i m p o r t i n g 
s o m e s o c i a l v a l u e s w h i c h d i f f e r m a r k e d l y f r o m t h e v a l u e s 
h e l d b y t h e p e o p l e t e n o r t w e n t y y e a r s a g o . 
I n Gem - a n d i n m o s t o t l i e r s h i p p i n g c o m p a n i e s - t h e o f f i c e r -
c o d e t s p a s s t h r o u g h a n i n d u c t i o n a n d r a p i d s o c i a l i z a t i o n 
p r o c e s s a i m e d a t m o d i f y i n g t h e i r v a l u e s a n d a l l i g n i n g t h e m 
( s o f a r a s p o s s i b l e ) w i t h p e o p l e a l r e a d y i n t h e s o c i a l 
s y s t e m . T h o s e c a d e t s w h o c a n n o t o r w i l l n o t a l t e r t h e i r 
v a l u e s s o o n r e s i g n s o t h a t t h o s e w h o r e m a i n g e n e r a l l y 
a c c e p t t h e s o c i a l v a l u e s p r e v a i l i n g i n t h e s o c i a l s y s t e m . 
T h e f i e l d o b s e r v a t i o n s g e n e r a l l y c o n f i r m e d t h a t a l l a g e 
g r o u p s w i t h i n Gein T a n k e r s h e l d s i m i l a r s o c i a l v a l u e s . 
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I n P o l y c h e m , t h e s i t u a t i o n i s s o m e w l » a t d i f T e r c n t . P o l y c h e m 
d o e s n o t y e t h a v e a c a d e t r e c r u i t m e n t m e t h o d . A l l o f f i c e r s 
a r e r e c r u i t e d a s a l r e a d y q u a l i f i e d o r e x p e r i e n c e d p e o p l e 
f r o m o t h e r c o m p a n i e s . S o o n a f t e r b e i n g r e c r u i t e d , g r o u p s o f 
n e w c o m e r s a r e s e n t o n a c h e m i c a l t a n k e r f a m i l i a r i z a t i o n 
c o u r s e l a s t i n g f o r t \ v o w e e k s , P o l y c h e m m a n a g e r s l a y b e f o r e 
t h e r e c r u i t s t h e f e a t u r e s o f t h e P o l y c h e m e c o n o m i c , t e c h n i c a l 
a n d s o c i a l s y s t e n i s a n d , m o r e i m p o r t a n t l y , t h e a t t r i b u t e s o f 
t h e s e s y s t e m s a s s e e n b y t h e s h o r e m a n a g e r s . T h e m a n a g e r s 
h o p e t h a t t h e r e c r u i t s w i l l u n d e r s t a n d m o s t o f t h e f e a t u r e s 
a n d a c c e p t some o f t l i e a t t r i b u t e s e x p l a i n e d t o t l i e m . N e e d l e s s 
t o s a y , a t w o w e e k c o u r s e i s n o t s u f f i c i e n t l y l o n g p r o p e r l y 
t o s o c i a l i z e t h e r e c r u i t s ( m o d i f y t h e i r o w n s o c i a l v a l u e s ) 
s o t h a t , f o r t h e f i r s t y e a r o r t w o i n t h e c o m p a n y , e a c h 
i n d i v i d u a l i s p a s s i n g t h r o u g h a r a p i d s o c i a l i z a t i o n p r o c e s s * 
M o w c v e r , s e e i n g t l i a t al^_l t h e s e a g o i n g s t a f f h a v e s p e n t l e s s 
t h a n 3 y e a r s w i t h i n P o l y c h e m - a n d m a n y h a v e h a d l e s s t h a n 
2 y e a r s i n t h e c o m p a n y - t l i e r e i s n o s t a b l e s e t o f s o c i a l 
v a l u e s w h i c h c a n be i d e n t i f i e d a s " P o i y c h c m v a l u e s " a n d t o 
w h i c h i n d i v i d u a l s may a d h e r e . A l l t h e s h o r e m a n a g e r s a n d 
m o s t o f t l i e s h i p s ' o f f i c e r s a r e e x - c a r g o l i n e r m e n a n d , 
d u r i n g t h e f i e l d w o r k , i t w a s p a t e n t l y c l e a r t o me t h a t 
l i n e r v a l u e s h a d b e e n i m p o r t e d i n t o t l i e c o m p a n y ' i n s u f f i c i e n t 
q u a n t i t y t o d o m i n a t e t h e c o m p a n y ' s v a l u e s y s t e m . I n f a c t , 
h a r m o n y wais o b s e r v e d t o e x i s t b e t w e e n l i n e r v a l u e s a n d t h e 
t r a d i n g f e a t u r e s o f t h e t e c h n i c a l s y s t e m ; c o n f l i c t , l i o w e v e r , 
w a s o b s e r v e d t o e x i s t b e t w e e n t h e v a l u e s h e l d b y t h e l i n e r 
p e o p l e ( t h e m a j o r i i . y ) a n d t h e e x - t a n k e r p e o p l e ( t h e m i n o r i t y ) 
a n d , w h e n e v e r a r g u m e n t s a r o s e o n a p r o p o s e d c o u r s e o f a c t i o n , 
t h e t a n k e r men d r e w a t t e n t i o n t o t h e p h y s i c a l r e s e m b l a n c e 
b e t w e e n T:!ie P o l y c h e m s h i p s a n d t h e g e n e r a l i t y o f t a n k e r s 
t o s u p p o r t t h e i r a r g u m e n t t h a t t h e y k n e w b e s t . 
R e t u r n i n g t o t h e o v e r a l l s o c i a l s y s t e m ; I w o u l d l i k e t o 
d r a w a t t e n t i o n t o t h e r o l e o f t h e p e r s o n n e l m a n a g e r . He i s 
r e s p o n s i b l e f o r k e e p i n g t h e s h i p s m a n n e d a n d h e w o u l d b e 
s e v e r e l y c e n s u r e d b y h i s s u p e r i o r s i f e v e r a s h i p w e r e 
p r e v e n t e d f r o m s a i l i n g b y l a c k o f c r e w . W h i l e s u b o r d i n a t e s 
i n t h e p e r s o n n e l d e p a r t m e n t may be s p e c i f i c a l l y c o n c e r n e d 
w i t h r e c r u i t m e n t o r t r a i n i n g o r a p p o i n t m e n t s o r w e l f a r e , 
t h e p e r s o n n e l m a n a g e r h a s t o c o n c e r n h i m s e l f w i t h t h e l o n g -
t e r m s u r v i v a l o f t h e s o c i a l s y s t e m b y e n s u r i n g t h a t i t 
e x p o r t s a g o o d r e p u t a t i o n . T h e r e p u t a t i o n e x p o r t e d w i l l b e 
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d e t e r m i n e d p a r t l y b y t h e f e a t u r e s o f t h e w o r k i n g a n d 
l i v i n g c o n d i t i o n s a b o a r d s h i p a n d p a r t l y b y t h e a t t r i b u t e s 
g i v e n t o t h e s e s a m e c o n d i t i o n s b y t h e p e o p l e e m p l o y e d ^ 
T h e p e r s o n n e l m a n a g e r h a s t h e d i f f i c u l t t a s k o f d e t e r m i n i n g 
w h i c h f e a t u r e s o f t h e s h i p b o a r d c o n d i t i o n s n e e d t o b e 
a l t e r e r e d i n o r d e r t h a t t h e n e w c o n d i t i o n s m a y b e g i v e n 
p o s i t i v e a t t r i b u t e s b y t h e r e c r u i t s e n t e r i n g t h e s o c i a l 
s y s t e m c a r r y i n g w i t h t h e m s u b j e c t i v e ' y a r d s t i c k s ' w h i c h 
a r e p a r t l y d e t e r m i n e d b y p r e v a i l i n g s o c i e t a l v a l u e s ; i n 
o t h e r w o r d s , h e m u s t t r y t o m a t c h s h i p b o a r d c o n d i t i o n s 
w i t h t h e v a l u e s h e l d b y s h o r e s o c i e t y , o r w i t h t h e v a l u e s 
h e l d b y t h a t p a r t o f t h e e x t e r n a l s o c i e t y f r o m w h i c h h e 
r e c r u i t s p e o p l e . T h e m a t c h i n g may b e e f f e c t e d b y a n i m p o s e d 
p r o g r a m m e o f p l a n n e d c h a n g e o r i t m a y be e f f e c t e d b y t h e 
p e r s o n n e l m a n a g e r c r e a t i n g c o n d i t i o n s a b o a r d s l i i p i n w h i c h 
t h o s e a l r e a d y i n t h e s o c i a l s y s t e m m a y r e s p o n d p o s i t i v e l y 
t o t h e v a l u e s b e i n g i m p o r t e d b y t h e n e w r e c r u i t s . P o l y c h e m 
a p p e a r e d t o h a v e a d o p t e d t h e f o r m e r m e t h o d a n d Gem t h e 
l a t t e r - n o t f r o m c h o i c e b u t f r o m f o r c e o f c i r c u m s t a n c e . 
I n Gein t h e s t a b i l i t y o f t h e l a b o u r f o r c e a n d t h e s t r e n g t h 
o f c o m m o n l y a c c e p t e d v a J u c s w e r e s u c h t h a t a p r o g r a m m e o f 
p l a n n e d c h a n g e w o u l d h a v e m e t w i t h s e v e r e r e s i s t a n c e ^ w h i l e 
i n P o l y c h e m , t h e a b s e n c e o f l a b o u r s t a b i l i t y a n d c o m m o n 
v a l u e s w o u l d h a v e r e s u l t e d i n c h a o s h a d n o p l a n n e d c h a n g e 
p r o g r a m m e b e e n i n t r o d u c e d . 
T h e m e t h o d a d o p t e d b y t h e c o m p a n y t o b r i n g a b o u t c h a n g e 
w i t h i n i t s s o c i a l s y s t e m w i l l be d e s i g n a t e d i t s c h a n g e s t y l e . 
T h e e x t r e m e f o r m s o f c h a n g e s t y l e a r e a t e i t h e r e n d o f 
a c o n t i n u u m , a s s h o w n i n D i a g r a m 8 . 1 . N e i t h e r Gem n o r 
P o l y c h e m w a s a t a n e x t r e m e e n d o f t h e c o n t i n u u m a n d t l i e i r 
a p p r o x i m a t e p o s i t i o n s a r e s h o w n , i n t h e d i a g r a m 
D i a g r a m 8 0 1 : C h a n g e s t y l e s a n d p o s i t i o n s o f Gem a n d P o l y c h e m 
I n b o t h c o m p a n i e s c o n f l i c t s i t u a t i o n s w e r e o b s e r v e d w h e n , 
f o r s p e c i f i c r e a s o n s , m a n a g e r s t e m p o r a r i l y a l t e r e d t h e i r 
c h a n g e s t y l e s . On o n e o f t h e Gem s h i p s " M i c a " a h i g h d e g r e e 
o f r e s e n t m e n t w a s e n g e n d e r e d a m o n g t h e s e n i o r o f f i c e r s w h e n 
t h e Gem p e r s o n n e l m a n a g e r o r d e r e d t h e m t o a l t e r t h e 
t r a d i t i o n a l t a s k a l l o c a t i o n s o f t h e p u m p m a n a n d a n e n g i n e e r 
t r a i n e e a b o a r d t l i a t s h i p o A n d i n o n e o f t h e P o l y c h e m s h i p s , 
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" J o a n " , a h i g h d e g r e e o f i n t e r - p e r s o n a 1 t e n s i o n s a n d 
s o c i a l t u r b u l e n c e h a d b e e n c a u s e d b y t h e M a s t e r 
u n i l a t e r a l l y m o d i f y i n g t h e p l a n n e d c h a n g e p r o g r a m m e 
i n j e c t e d i n t o t h e s h i p b y t h e s h o r e m a n a g e r s . 
W i t h i n t h e f o u r s h i p s v i s i t e d , o n l y o n e b e h a v i o u i ' a l 
s o c i a l s y s t e m w a s f o u n d w h i c h m e t t h e d e f i n i t i o n s o f t h e 
i m p o r t - c o n v e r s i o n - e x p o r t m o d e l . T h i s w a s i n " M I C A " , t h e 
o n l y o n e o f t h e f o u r s h i p s t o h a v e a t e a m o f s e n i o r 
o f f i c e r s p e r m a n e n t l y a p p o i n t e d t o t h e s h i p o n a s e l f -
r e l i e v i n g b a s i s . 
I n " M I C A " , t h e M a s t e r , C h i e f E n g i n e e r a n d C h i e f M a t e 
f o r m e d a v e r y t i g h t t r i a d ; a l l w e r e l o n g - s e r v i n g m e m b e r s 
o f Gem a n d s h a r e d c o m m o n v a l u e s . E a c h w a s i n w a r d l y 
d r i v e n t o d i s p l a y s u p e r b l e v e J s o f p e r f o r m a n c e . T h e y 
f e l t t h a t s u p e r b t e c h n i c a l p e r f o r m a n c e w o u J d r e s u l t i n 
( i ) i n c r e a s e d , i n d i v i d u a l j o b s e c u r i t y ; a n d ( i i ) p e r m i s s i o n 
t o r e m a i n t o g e t h e r a s a t e a m . T h e t h r e e o f t h e m w e r e 
m u t u a l l y s u p j ^ o r t i v e ; e a c h n e e d e d t h e o t h e r t w o i n o r d e r 
t o d e m o n s t r a t e t o s e n i o r m a n a g e r s a s h o r e t h e i r i n d i v i d u a l , 
s u p e r b l e v e l s o f p e r f o r m a n c e e . g . t h e C h i e f M a t e n e e d e d 
t h e C h i e f E n g i n e e r t o g i v e h i m f u l l p o w e r o n t h e p u m p s 
s o t h a t h e ( t h e C h i e f M a t e ; c o u l d ^ p o r t - t i m e m i n i . m i z a t i o n 
s k i l l s w h i l e t h e C h i e f E n g i n e e r n e e d e d t h e C h i e f M a t e t o 
p l a n t h e c a r g o - d i s c h a r g e a n d t a n k - c l e a n i n g o p e r a t i o n s 
s o t h a t h e ( t h e C h i e f E n g i n e e r ) c o u l d d e m o n s t r a t e h i s 
t e c h n i c a l s k i l l i n k e e p i n g t h e m a c h i n e r y r u n n i n g a t f u l l 
p o w e r . T h e t h r e e m e ? i i b e r s o f t h e t r i a d e x p e r i e n c e d o t h e r 
b e n e f i t s o f s t a y i n g t o g e t h e r i n t h e " M I C A " - t h e s h i p 
w a s p e r m a n e n t l y e m p l o y e d i n UK a n d N o r t l i - W e s t E u r o p e a n 
w a t e r s s o t h a t t h e y c o u l d t e l e p h o n e h o m e e v e r y f e w d a y s ; 
t h e y k n e w t h e y w e r e a t t h e f o r e f r o n t o i* m a n a g e r s ' m i n d s 
i n h e a d - o f f i c e ; a n d , b y s t a y i n g i n " M I C A " t h e y c o u l d e s c a p e 
b e i n g a p p o i n t e d t o t h e c o m p a n y ' s V e r y L a r g e C r u d e C a r r i e r s 
t o w h i c i i s h i p s t h e y g a v e o n l y n e g a t i v e L i t t r i b u t e s , 
W h e n s y s t e m s t h i n k i n g i s a p p l i e d t o t ! i e M i c a t r i a d , i t 
b e c o m e s e a s y t o i d e n t i f y t h e i m p o r t - c o n v e r s i o n - e x p o r t 
p r o c e s s o f t h e i r s o c i a l s y s t e m . T h e y i m p o r t e d a u t h o r i -
z a t i o n , a n d r e s o u r c e s f r o m Gem T a n k e r s , c o n v e r t e d t ! i e s e 
i m p o r t s i n t o t h e m i n i m i z a t i o n o f c o s t s b y t h e m a x i m i z a t i o n 
o f s h i p a n d c a r g o m o v e m e n t , a n d e x p o r t e d b a c k t o Gem T a n k e r s 
t h e i r r e p u t a t i o n a s e x c e e d i n g l y e f f i c i e n t s h i p o p e r a t o r s . 
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I n t h e r e m a i n i n g t h r e e s h i p s s t u d i e d , n o s o c i a l s y s t e m 
c o u J d b e i d e n t i f i e d w h i c h m e t t h e c o n d i t i o n s o f t h e 
i m p o r t - c o n v e r s i o n - e x p o r t m o d e l . I n t h e s e o t h e r s h i p s , 
t h e i n d i v i d u a l s o n b o a t ' d s a w t l i c m s e l v e s a s b e i n g 
t e m p o r a r i l y a t t a c h e d t o o n e p a r t i c u l a r s h i p o r a n o t h e r 
a n d t l » a t t l i e i r p e r m a n e n t a t t a c h m e n t w a s t o t h e P e r s o n n e l 
D e p a r t m e n t o f o n e c o m p a n y o r t h e o t h e r . E a c l i i n d i v i d u a l 
i m p o r t e d r e s o u r c e s f r o m t h e c o m p a n y ( w a g e s f o r h i s p e r s o n a l 
u s e a n d t o o l s f o r c o n d u c t i n g h i s r e q u i r e d t a s k s ) , c o n v e r t e d 
t h e s e r e s o u r c e s i n t o t h e c o m p l e t i o n o f a s e r i e s o f t a s k s , a n d 
e x p o r t e d b a c k t o Gem h i s p e r s o n a l r e p u t a t i o n , h o w e v e r , a n 
i n d i v i d u a l d o c s n o t m a k e a s y s t e m w i t h i n t h e d e f i n i t i o n s 
u s e d h e r e . 
Q u a l i t a t i v e , r a t h e r t h a n q u a n t i t a t i v e , o b s e r v a t i o n s r e c o r d e d 
d u r i n g t h e f i e l d w o r k i n d i c a t e t h a t t h e c h a r a c t e r i s t i c s o f 
t h e o v e r a l l , g r o s s s o c i a l s y s t e m o f a s h i p p i n g c o m p a n y a r e 
p a r t l y d e t e r m i n e d b y t l i e f o l l o w i n g f e a t u r e s , e a c h o n e o f 
w l i i c h c o u l d be d i m e n s i o n a l i s e d : -
1 ) T h e a g e o f t h e c o m p a n y , w l i i c l i i s a p a r t i a J d e t e r m i n a n t o f 
- t h e p r e s e n t r e w a r d m e t l i o d s ; 
- t h e e x i s t e n c e a n d s t r e n g t h o f a c o m m o n c u l t u r e ; 
- t h e b u r e a u c r a t i c n a t u r e o f t h e o r g a n i z a t i o n 
- t h e e x t e n t o f o p e r a t i o n a l k n o w l e d g e h e l d b y 
t h e c o m p a n y ; a n d 
- t h e m e a n i n g f u l n e s s o f t l i e c o m p a n y ^ s r u J . e s 
a n d r e g u l a t i o n s t o i n d i v i d u a l m e m b e r s , 
2 ) T h e n u m e r i c a l s i z e o f t h e s h o r e s t a f f , w h i c h p a r t l y d e t e r m i n e s 
- t h e e x i s t e n c e a n d s t r e n g t h o f d i v i s i o n s 
b e t w e e n o p e r a t i o n a l a n d s e r v i c e d e p a r t m e n t s ; 
- c a r e e r o p p o r t u n i t i e s f o r i n d i v i d u a l m a n a g e r s ; 
- t h e e x t e n t o f i n f l u e n c e e x e r c i s e d b y 
i n d i v i d u a l s ; a n d 
- t l i c p r o i j c r t i o n w h o h a v e h a d s e a e x p e r i e n c e 
a n d u n d e r s t a n d w o r k a n d l i f e a b o a r d s h i p , 
^ ) T h e n u m e r i c a l s i z e o f t h e s e a s t a f f , w h i c h p a r t l y d e t e r m i n e s 
- p r o m o t i o n a l p r o s p e c t s f o r i n d i v i d u a l s ; 
- t h e d e g r e e t o w h i c h a n i n d i v i d u a l f e e l s 
t h a t h e c a n o r c a n n o t e s c a p e f r o m a n o t h e r 
p e r s o n p e r c e i v e d a s u n p l e a s a f i t ; a n d 
- t h e e x t e n t o f i n f l u e n c e e x e r c i s e d b y 
i n d i v i d u a l s . 
^ • T l i e p e r m a n a n c e o f a p p o i n t m e n t s t o p a r t i c u l a r s h i p s , T h i s 
p a r t l y d e t e r m i n e s 
- t h e e x t e n t o f i n d i v i d u a l l o y a l t y t o s h i p 
o r c o m p a n y ; 
- r e l a t i o n s h i p s b e t w e e n o p e r a t i o n a l m a n a g e r s 
r e s p o n s i b l e f o r t h o s e s h i p s a n d s e n i o r o f f i c e r s ; 
- t h e p e r c e p t i o n s o f s p e c i f i c o p e r a t i o n a l 
m a n a g e r s a s ' d e f e n d e r s ' ; 
- t a s k a n d s e n t i e n t g r o u p i n g s a m o n g s e n i o r 
o f f i c e r s ; a n d j o b s a t i s f a c t i o n o f s e n i o r s a n d 
j u n i o r s . 
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^ ) T h e a d v e r t i s e d a t t r a c t i o n s o f t h e c o m p a n y , w h i c 1 1 p a r t l y 
d e t e r m i n e 
- e x p e c t a t i o n s h e l d b y i n d i v i d u a l s a n d t h e 
e x t e n t t o w h i c h t h e y m a t c h r e a l i t y ; 
- t h e a c c e p t a b l e r e w a r d a n d c o n t r o l m e t h o d s 
- t h e l e v e l o f l a b o u r t u r n o v e r ; 
- p e r c e p t i o n s o f b r o k e n p s y c h o l o g i c a l 
c o n t r a c t s ; a n d 
- t h e p e r f o r m a n c e l e v e l s o f i n d i v i d u a l s . 
^ ) J'^*^^iv j d u a l h i s t o r i e s o f k e y s h o r e m a n a g e r s ( i n p a r t i c u l a r 
t h e p a t h f o l l o w e d t o t h e i r p r e s e n t 
p o s i t i o n s ) w h i c h p a r t l y d e t e r m i n e 
- t h e p r a c t i s e d c o n t r o l s y s t e m ; 
- t h e r e w a r d a n d p r o m o t i o n a l m e t h o d s a d o p t e d 
b y t h e c o m p a n y ; 
« p e r c e p t i o n s , b y s e a f a r e r s , o f t h e s e m a n a g e r s 
a s d e f e n d e r s o r a t t a c k e r s ; a n d 
- p e r c e p t i o n s , b y s e a f a r e r s , o f t h e e x t e n t 
t o w i i i c h t h e s e m a n a g e r s r e a l l y u n d e r s t a n d 
t h e p r o b l e m s o f w o r k a n d l i f e a b o a r d s h i p , 
^ ) T h e m a n n i n g m e t h o d a b o a r d s t i i p w h i r l ) p a r t l y d e t e r m i n e s 
- l e v e l s o f job s a t i s f a c t i o n ; 
»- p e r f o r m a n c e a p p r a i s a l m e t h o d s a n d t h e 
p e r c e i v e d e q u i t y o f s u c h m e t h o d s ; 
- p r o m o t i o n a l a n d c a r e e r d e v e l o p m e n t 
o p p o r t u n i t i e s ; 
- t r a i n i n g n e e d s ; 
- s h i p b o a r d c o m m u n i c a t i o n s ; a n d 
- t h e e x t e n t o f p a r t i c i p a t i o n i n p l a n n i n g b y 
m e m b e r s o f v a r i o u s l e v e l s . 
^ ) T h e d e g r e e o f s e p a r a t i o n b e t w e e n t l i e w o r k a n d l i f e a r e a s 
a b o a r d s h i p w h i c h p a r t l y d e t e r m i n e s , a n d i s s o m e t i m e s 
d e t e r m i n e d b y 
- t h e e x t e n t t o w h i c h u n i f o r m s a r c w o r k o n 
a n d o f f d u t y ; 
- t h e u s e o f f i r s t n a m e s u p w a r d s a n d d o w n w a r d s ; 
- t h e s a t i s f a c t i o n o f b a s i c h u m a n n e e d s , 
p a r t i c u l a r l y a m o n g j u n i o r s ; 
- t h e p e r f o r m a n c e l e v e l o f t h e s h i p ; 
- t h e p e r f o r m a n c e l e v e l s o f i n d i v i d u a l s ; 
- t h e s h i p b o a r d ' a t m o s p h e r e ' ; 
- t h e d e g r e e o f . i n d i v i d u a l s a t i s f a c t i o n w i t h 
t h e s t y l e o f l i f e i n t h e c o m p a n y ; a n d 
- t h e l e v e l o f w a s t a g e a m o n g r e c r u i t s . 
9 ) T h e p e r s o n a l i t y a n d i n d i v i d u a 1 h i s t o r y o f t h e M a s t e r , w h i c h . , 
t o g r e a t e x t e n t , d e t e r m i n e s 
t h e ' a t m o s p h e r e * o n b o a r d ; 
t h e d e g r e e o f s e p a r a t i o n b e t w e e n t h e w o r k 
a n d l i f e a r e a s ; 
- p r a c t i c a l i n t e r p r e t a t i o n s o f t h e c o m p a n y ' s 
r u l e s ; 
- t h e s h i p b o a r d c o n t r o l a n d d i sc i . p i i n a r y m e t h o d s ; 
»- t h e d e g r e e o I* p a r t i c i p a t i o n a n d i n v o l v e m e n t 
e x p e r i e n c e d b y i n d i v i d u a l s ; a n d 
- l e v e l s o f j o b s a t i s f a c t i o n , p a r t i c u l a r l y 
a m o n g d e c k o f f i c e r s , . 
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CHAPTER 9 : METHODOLOGY AND S T A T I S T I C S 
1 ) F o l l o w i n g p i l o t d i s c u s s i o n s w i t h t h e m a n a g e r s o f a c o n t a i n e r -
s h i p c o m p a n y a n d a p i 1'^ '^ s t u d y a m o n g d e c k o f f i c e r s a t 
P l y m o u t h P o l y t e c h n i c , a s u r v e y i n s t r u m e n t w a s d e s i g n e d 
t o e l i c i t d a t a i n t h r e e s u b - s e c t i o n s : 
^ ) P e r s o n a 1 d e t a i l s 
s e r v i n g r a n k 
- a g e 
- l e n g t h o f t i m e i n t h e s h i p p i n g i n d u s t r y a n d t i m e a t s e a 
- n u m b e r o f s h i p p i n g c o m p a n i e s s e r v e d i n 
- l e n g t h o f t i m e i n p r e s e n t c o m p a n y 
- t y p e o f s h i p c u r r e n t l y o r l a s t s e r v e d i n . 
I n t l i e r a n d o m s a m p l e o f 75 o f f i c e r s ( d e s c r i b e d l a t e r ) 
r e s p o n d e n t s w e r e n o t r e q u i r e d t o g i v e t h e i r o w n n a m e s 
n o r t h e n a m e s o f t h e i r c o m p a n i e s b u t a l l e x c e p t t w o 
g a v e . - t h e s e d e t a i l s . 
^ ) W o r k E n v i r o n m e n t P r e f e r e n c e S c h e d u l e (WEPS t e s t ) 
( C o p y o f t e s t g i v e n i n A j i p c n d i x D ^ ^ ' - C T - * - ) 
T h i s t e s t w a s d e v e l o p e d a n d r e p o r t e d b y G o r d o n ( l 9 7 0 ) . 
I t c o n s i . s t s o f 2 4 s t a t e m . e n t s a b o u t o r g a n i z a t i o n s w i t h V v h i c h 
t h e r e s p o n d e n t may a g r e e o r d i s a g r e e o n a 5 p o i n t s c a l e . 
T h e t e s t i s d e s i g n e d t o m e a s u r e " b u r e a u c r a t i c o r i e n t a t i o n " 
a l o n g f o u r b e h a v i o u r a l c a t e g o r i e s ( a f t e r W e b e r ) 
- s e l f - s u b o r d i n a t i o n , o r a w i i l i n g n e s s t o c o m p l y f u l l y w i t h 
t h e s t a t e d w i s h e s o f a s u p e r i o r a n d t o 
huve d e c i s i o n s m a d e f o r o n e b y h i g h e r 
a u t h o r i t y ; 
^ i m p e r s o n a l i z a t i o n , o r a p r e f e r e n c e f o r i m p e r s o n a l o r f o r m a l 
r e l a t i o n s h i p s w i t h o t h e r s o n t h e j o b , 
p a r t i c u l a r l y w i t h i n d i v i d u a l s a t 
d i f f e r e n t o r g a n i z a t i o n a l l e v e l s ; 
- r u l e c o n f o r m i t y , o r a d e s i r e f o r s e c u r i t y t h a t t h e 
f o l l o w i n g o f r u l e s , r e g u l a t i o n s a n d 
s t a n d a r d o p e r a t i n g p r o c e d u r e s a f f o r d s ; a n d 
- t r a d i t i o n a l i s m , o r a n e e d f o r t h e s e c u r i t y p r o v i d e d b y 
o r g a n i z a t i o n a 1 i d e n t i f i c a t i o n a n d 
c o n f o r m i t y t o t h e i n - g r o u p normSo 
T h e t e s t w a s c h o s e n b e c a u s e e a r l i e r w o r k d o n e b y G o r d o n a n d 
o t h e r s i n r e l a t i n g t h e WEPS t e s t t o o t h e r m e a s u r e s s h o w e d 
t h a t i n d i v i d u a l s w h o s c o r e h i g h o n t h e WEPS t e s t a r e i n c l i n e d 
t o p l a c e a h i g h v a l u e o n c o n f o r m i s t b e h a v i o u r a n d o n b e i n g 
s y s t e m a t i c a n d o r d e r l y , a n d a l o w v a l u e o n h a v i n g p e r s o n a l 
i n d e p e n d e n c e o f a c t i o n a n d o n e n g a g i n g i n n e w o r v a r i e d 
a c t i v i t i e s . T h e s e c h a r a c t e r i s t i c s m a t c h e d p a r t o f my 
s t e r e o t y p e o f t h e m o d e r n s h i p s ^ o f f i c e r , a n d I w a n t e d t o 
e x a m i n e h o w t h i s t y p e o f o f f i c e r w a s c o p i n g w i t h t e c h n o l o g i c a l 
a n d o r g a n i z a t i o n a l c h a n g e i n s h i p p i n g . F u r t l i e r m o r e , t h e 
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t h e c h a r a c t e r i s t i c s w h i c h t h e WEPS t e s t w a s d e s i g n e d t o 
m e a s u r e - i n p a r t i c u l a r , s e l f - s u b o r d i n a t i o n , r u l e 
c o n f o r m i t y , a n d t r a d i t i o n a l i s m - a p p e a r e d t o e x i s t a m o n g 
s h i p s ' o f f i c e r s i n c o n f l i c t w i t h o p p o s i n g c h a r a c t e r i s t i c s 
a m o n g t h e y o u n g a s h o r e . 
T h e WEPS t e s t p r o v e d t o h e e a s y t o a p p l y a n d s c o r e . 
c ) A t t i t u d e s t o w a r d s e x i s t i n g c o n d i t i o n s a n d c u r r e n t c h a n g e s 
i n m e r c l i a n t s h i p p i n g . ( F u l l i n s t r u m e n t i n A p p e n d i x B ) 
By d r a w i n g o n my o w n e x p e r i e n c e a t s e a , o n t h e l i t e r a t u r e 
o f s e a f a r i n g , a n d o n t h e p i l o t d i s c u s s i o n s , I d r e v / u p a 
l i s t o f s t a t e m e n t s c o n c e r n i n g t h e n e e d s o f i n d i v i d u a l s , 
g r o u p s a n d s h i p p i n g c o m p a n i e s a n d a o n c e r n i n g c u r r e n t c h a n g e s 
a s h o r e a n d a t s e a . A g a i n s t e a c h s t a t e m e n t , ! l i s t e d a n u m b e r 
o f a s p e c t s o f s e a f a r i n g w i t h w h i c h t h e i t e m a p p e a r e d t o 
h a r m o n i s e o r c o n f l i c t . R e s p o n d e n t s w e r e a s k e d t o s t a t e 
w h e t h e r t h e y a g r e e d o r d i s a g r e e d w i t h t h e s t a t e m e n t s a n d 
t o w r i t e t h e i r o w n c o m m e n t s ^ 
O f t h e 9 7 r e s p o n d e n t s i n t h e t o t a l s a m p l e , s i x h a d d i f f i c u l t y 
i n c o m p l e t i n g t h i s p a r t o f t h e s u r v e y i n s t r u m e n t , 
2) T h e s u r v e y i n s t r u m e n t ( i o C . 1 a ) , b ) & c ) a b o v e ) w a s a p p l i e d 
t o r a n d o m l y , s e l e c t e d s e r v i n g o f f i c e r s a t t e n d i n g c o u r s e s 
a t v a r i o u s n a u t i c a l c o l l e g e s i n B r i t a i n : T h e r e t u r n s c a m e f r o m 
- 4 M a s t e r s 
- 21 r ) c c k O f f i c e r s 
- 21 E n g i n e e r O f f i c e r s 
- 16 C a t e r i n g O f f i c e r s 
F o l l o w - u p i n t e r v i e w s w e r e h e l d w h e r e n e c e s s a r y a n d p o s s i b l e . 
A p r e l i r r . i n a r y a n a l y s i s s h o w e d a h i g h d e g r e e o f a g r e e m e n t w i t h 
t h e h a r m o n y / c o n f l i c t s t a t e m e n t s . 
T l i e p u r p o s e o f t h i s r a n d o m s u r v e y w a s t o c o l l e c t d a t a o n 
c u r r e n t a t t i t u d e s a n d WEPS s c o r e s i n t h e B r i t i s h M e r c h a n t 
N a v y b e f o r e c o m m e r t c i n g t h e f i e l d w o r k i n t w o s h i p p i n g 
c o m p a n i e s . I w a n t e d t o d e t e c t t h o s e a s p e c t s c o m m o n a n d u n i q u e 
t o t h e t w o c o m p a n i e s . 
3) T h e s u r v e y i n s t r u m e n t w a s s e n t t o s e v e n m a n a g e r s i n e a c h o f 
t w o c o m p a n i e s a n d t o s i x o f f i c e r s i n e a c h o f f o u r s h i p s ( T w o 
s h i p s i n e a c h c o m p a n y ) . L a t e r I v i s i t e d t h e s h i p s a n d o f f i c e s 
t o c o l l e c t t h e c o m p l e t e d i n s t r u m e n t s , a n d t o i n t e r v i e w a n d 
o b s e r v e t h e r e s p o n d e n t S o 
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T h e f i r s t s e t s o f i n t e r v i e w s a n d o b s e r v a t i o n s i n v o l v e d 
s l i o r e m a n a g e r s o n l y , l ^ a c h i n t e r v i e w c o m m e n c e d w i t h a 
d i s c u s s i o n o v e r p o i n t s a r i s i n g f r o m t h e q u e s t i o n n a i r e 
a f t e r w h i c h i t r a n g e d f r e e l y o v e r a n y a s p e c t s o f t h e 
c o m p a n y c l i o s e n b y t h e r e s p o n d e n t o T h e q u e s t i o n n a i r e 
p i ' o v e d i n v a l u a b l e i n f o c u s s i n g a t t e n t i o n o n o r g a n i z a t i o n a l 
i s s u e s f o r e a c h o f t h e f r e e d i s c u s s i o n p e r i o d s s t a y e d w i t h i n 
t h e a r e a s o f c o m p a n y o r g a n i z a t i o n , d e p a r t m e n t a l r e l a t i o n s h i p s 
a n d s h i p - s h o r e r e l a t i o n s h i p s . 
4 ) T h e p r e l i m i n a r y . a n a l y s i s a n d d i s c u s s i o n s s h o w e d t h a t a l l 
r e s p o n d e n t s t o d a t e a c k n o w l e d g e d t h e e x i s t e n c e o f m a n y 
c o n f l i c t s b e t w e e n t h e n e e d s o f i n d i v i d u a l s a n d s o m e o f t h e 
e m e r g i n g t r e n d s i n s h i p p i n g . 
T h u s , b e f o r e j o i n i n g t h e f i r s t s h i p f o r a v o y a g e , I d e v e l o p e d 
a f u r t h e r i n s t r u m e n t t o m e a s u r e s p e c i f i c c o m p r o m i s e p a t t e r n s , 
5 ) A f t e r c o m p l e t i n g the o f f i c e i n t e r v i e w s a n d t h e v o y a g e s a b o a r d — 
a n d v i s i t s t o - t h t i ^ s h i p s , I p r e p a r e d t h r e e p r e l i m i n a r y r e p o r t s 
a n d s e n t c o p i e s t o e a c h r e p o n d e n t . T h e y v / e r e d e s i g n e d a n d 
p h r a s e d t o e l i c i t f u r t h e r i n f o r m a t i o n a n d r e a c t i o n s ; a n d 
r e s u l t e d i n f u r t h e r v i s i t s t o o f f i c e s , f u r t h e r i n t e r v i e w s 
w i t h some o f t h e o f f i c e r s , a n d m a n y l e t t e r s a n d t e l e p h o n e 
c a l l s - e a c h o n e o f w h i c h g a v e m o r e s p e c i f i c i n f o r m a t i o n 
o n a s p e c t s o f t h e i n d i v i d u a l s a n d c o m p a n i e s , 
6 ) A f t e r t h e c o m p l e t i o n , o f a l l t h e f i e l d w o r k , t h e s u r v e y 
d a t a w a s p u n c h e d o n t o c a r d s a n d a n a l y s e d , i n i t i a l l y b y 
c r o s s - g r o u p i n g s a n d , l a t e r , b y r e l a t i o n s h i p s I ^ e t w e e n 
a t t i t u d e s a n d WEPS s c o r e s . 
7 ) T a b l e 9 . 1 o n t h e f o l l o w i n g p a g e g i v e s t h e c o m p o s i t i o n o f 
g r o u p s u s e d i n t h e q u e s t i o n n a i r e a n a l y s i s i n A p p e n d i x B . 
By r e f e r r i n g t o t h e h i s t o g r a m o f a g e s i n D i a g r a m l o 4 p a g e 2 3 , 
i t c a n b e s e e n t h a t , a l t h o u g h my t o t a l s a m p l e w a s v e r y s m a l l , 
t h e a g e p r o f i l e o f r e s p o n d e n t s c o r r e s p o n d s t o t h e o v e r a l l 
a g e p r o f i l e o f o f f i c e r s s e r v i n g o n a l l UK s h i p s . 
" 1 6 5 
T a b l e 9 , 1 
C O M P O S I T I O N OF GROUPS I N Q U E S T I O N N A I R E A N A L Y S I S 
T h e g r o u p s s h o w n b e l o w , w h i c h m a y i n c l u d e s h o r e m a n a g e r s , c o r r e s p o n d 
t o t h e v e r t i c a l c o l u m n s i n t h e q u e s t i o n n a i r e a n a l y s i s . I n t h e t a b l e 
t h o s e g r o u p s m a r k e d e x - S M a r c i d e n t i c a l w i t h t h e g r o u p s i m m e d i a t e l y 
e x c e p t t h a t s h o r e m a n a g e r d a t a h a s b e e n e x c l u d e d . 
b e 1 ow 




















































































































































































































































U n d e r 2 6 2 3 2 3 . 0 U 8 2 8 . 6 6 . 9 4 . 9 2 . 6 1 . 8 - - 1 1 5 7 
2 6 - 3 0 2 7 2 7 . 9 1 . 1 2 9 . 3 5 . 3 9 . 4 2 . 3 1 . 7 - 1 3 1 2 2 
3 1 - 3 5 1 8 3 2 . 3 1 . 5 3 1 . 8 6 . 5 1 3 . 7 4 . 2 2 . 8 1 1 dm- 6 8 
E x - S M 1 7 3 2 . 4 1 . 5 3 2 . 1 6 . 6 1 3 e 3 4 . 1 2 . 9 1 6 8 
3 G - 4 0 1 0 3 7 . 5 K 5 3 1 . 1 9 . 4 1 6 . 3 3 . 2 : 4 . 0 3 4 3 w 
E x - S W 7 3 7 . 6 1 . 5 3 5 . 1 6 . 2 1 9 , 1 3 . 3 4 . 9 4 - 3 -
O v e r 4 0 1 9 4 7 . 4 4 . 8 2 8 . 5 8 . 5 2 8 . 3 5 , 9 2 . 2 1 0 •z •7 3 
E x - S M 9 4 8 . 8 6 . 1 3 2 c O 9 , 0 1 2 8 . 9 7 . 3 ! 2 . 7 - 3 - 7 
BY WE PS 
U n d e r 2 6 2 4 ' 3 3 e 2 9 . 6 2 0 . 6 4 . 1 1 4 . 5 1 0 . 1 2 . 1 7 1 8 3 5 
E x - S M 1 7 2 9 . 1 7 . 7 2 0 . 9 4 . 1 1 0 . 1 7 . 2 2 . 2 - 1 8 3 5 
2 6 - 3 3 4 7 3 1 . 5 8 . 7 2 9 . 5 2 . 4 1 3 . 1 9 . 1 b . 4 7 3 1 1 1 6 1 0 
E x - S M 4 0 2 0 . 5 7 . 2 2 9 . 5 2 . 3 1 0 o 9 8 . 4 | 2 . 5 - 2 1 1 ! 6 1 0 
O v e r 3 3 2 6 3 3 c 2 9 . 0 3 8 . 2 2 . 7 1 4 . 6 7 . 5 2 . 3 - A 7 1 0 5 
BY JOB 
M a n a g e r 1 4 4 3 . 2 5 . 7 2 4 . 7 7 . 4 2 5 . 5 6 . 6 1 . 8 ! 4 
M a s t e r 8 4 3 0 1 7 . 1 3 2 . 1 1 0 . 5 2 6 . 9 . 9 . 6 3 . 3 8 
D e c k O f f . 2 6 2 6 . 2 3 . 1 2 8 . 5 7 . 4 8 . 8 2 . 9 j l . 5 2 6 
E n g . O f f . 
C a t . O f f . 
2 9 
2 0 
3 1 . 2 * 
3 0 „ 2 
6 . 9 
8 . 2 
3 2 . 7 
2 9 . 5 
6 . 0 
6 . 3 
1 1 . 1 
1 0 . 9 
6 . 3 
S . 2 
' 2 . 7 




Gem S h o r e 7 4 4 . 0 6 . 6 2 5 . 2 7 . 1 2 7 . 4 5 , 8 1 . 0 7 
P o l y . S h o r e 7 4 2 . 4 5 , 0 
1 
2 4 . 3 . 8 . 1 2 3 . G 8 . 0 2 . 6 7 
Gem S e a 1 1 3 5 . 5 1 1 . 6 3 2 . 2 6 . 4 1 7 . 7 1 2 . 1 1 . 6 2 3 4 2 
T o t a l Gem 1 8 3 8 . 8 1 0 . 6 2 9 . 5 6 . 1 2 1 . 5 1 1 . 0 1 . 4 7 2 3 4 2 
T o t a l P o l y . 1 7 3 6 . 6 8 . 7 2 9 . 6 8 . 7 1 7 . 5 8 . 0 2 . 8 7 2 2 4 2 
P o l y . Sea 1 0 3 2 . 5 8 . 6 3 3 . 4 8 . 0 1 3 . 2 7 . 3 2 . 9 2 2 4 2 
S H I P TYPE 
T a n k e r s 4 0 3 4 . 2 9 , 9 3 0 . 1 6 . 6 1 6 . 5 1 0 . 4 2 . 1 7 6 1 1 1 0 6 
E x - S M 3 3 3 2 . 1 9 . 0 3 U 2 6 . 1 1 4 . 5 9 . 7 2 . 2 G 1 1 1 0 6 
L i n e r s 3 6 2 5 . 8 6 . 4 2 9 . 5 6 . 6 1 1 . 0 6 . 2 2 . 2 1 1 1 3 1 2 
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C o m m e n t a r y o n T a b l e 9 ^ 1 : C o m p o s i t i o n o f G r o u p s 
A s a p r e l i m i n a r y s t e p i n t i » e a n a l y s i s o f s u r v e y r e s p o n s e s 
t h e r e s p o n d e n t s w e r e g r o u p e d b y a g e , WEPS s c o r e , j o b , 
c o m p a n y a n d t y p e o f s h i p . I n t h e c o m m e n t a r y b e l o w , a t t e n t i o n 
i s d r a w n t o a n y s i g n i f i c a n t d i f f e r e n c e s o r d i s t o r t i o n s w i t h i n 
t h e s e g r o u p s . 
A g e G r o u p s 
A s t h e f o c u s o f t h i s s u r v e y w a s o n s e r v i n g o f f i c e r s a n d 
m a n a g e r s , c a d e t s a n d y o u n g o f f i c e r s w h o h a d r e c e n t l y j o i r ^ e d 
t h e s h i p p i n g I n d u s t r i e w e r e e x c l u d e d . T h e i n c r e m e n t a l 
d i f f e r e n c e s b e t w e e n t h e g r o u p s i s a b o u t 5 y e a r s , e x c e p t f o r 
t h e o v c r - ' I - O ' s w h o a r c a b o u t 1 0 y e a r s o l d e r t h a n t h e p r e v i o u s 
g r o u p o 
By i n s p e c t i o n i t c a n be s e e n t h a t n o s i g n i f i c a n t d i f f e r e n c e s 
i n WEPS s c o r e s e x i s t a c r o s s t l i e a g e g r o u p S o 
Y e a r s a t s e a o r i n t h e s h i p p i n g i n d u s t r y a r e o b v i o u s l y r e l a t e d 
t o agCa 
T h e a v e r a g e n u m b e r o f c o m p a n i e s w o r k e d f o r i s n o t s i g n i f i c a n t l y 
r e l a t e d t o a g e ; b u t t h e n u m b e r o f c o m p a n i e s i n t h e 3 6 - 4 0 a g e 
g r o u p i s s i g n i f i c a n t l y h i g h e r t h a n i n t h e o t i i e r a g e g r o u p s * 
T h e a g e g r o u p s a r e d i s t o r t e d s o f a r a s t y p e s o f j o b s a r e 
c o n c e r n e d ; t h o s e u n d e r 3 0 y e a r s c o n t a i n s e r v i n g o f f i c e r s 
b u t n o M a s t e r s a n d m a n a g e r s w h i l e t h e o v e r — 4 0 a g e g r o u p 
c o n t a i n f j a p r e d o m i n a n c e o f s l i o r e m a n a g e r s , 
WEPS GROUPS 
T h e a v e r a g e V.'EPS s c o r e o f t h e t o t a l s a m p l e w a s 2 9 o 5 . T h e t h r e e 
g r o u p s c h o s e n h a v e a n i n c r e m e n t a l d i f f e r e n c e o f 9 p o i n t s b e t w e e n 
s u c c e s s i v e groupSo 
I t may b e r e m a r k e d t h a t t h e o v e r - 3 3 WEPS g r o u p c o n t a i n s n o 
s h o r e m a n a g e r s . 
JOB GROUPS 
T h e m a n a g e r s a n d m a s t e r s a r e s i g n i f i c a n t l y o l d e r t h a n t h e d e c k , 
e n g i n e a n d c a t e i ' i n g o f f i c e r s . 
No s i g n i f i c a n t d i f f e r e n c e s e x i s t i n WEPS s c o r e s a c r o s s j o b 
g r o u p i n g s . T h e 7 o 4 p o i n t s d i f f e r e n c e b e t w e e n m a n a g e r s a n d 
m a s t e r s i s n o t s i g n i f i c a n t a t t h e 9Cj% l e v e l . 
T h e d e c k o f f i c e r s I ' o r m t h e g r o u p w i t h t h e l o w e s t s e a t i m e a n d 
n u m b e r o f c o m p a n i e s ; t h e d i f f e r e n c e b e t w e e n d e c k o f f i c e r s a n d 
m a s t e r s i n n u m b e r s o f c o m p a n i e s i s s i g n i f i c a n t a t t h e 9 2 ^ l e v e l s 
- 1 6 7 -
COMPANY GROUPS 
W h i l e P o l y c h e m s e a s t a f f a r e s l i g h t l y y o u n g e r , o n a v e r a g e , 
t h a n Gem s e a s t a f f , t h e d i f f e r e n c e i s n o t s i g n i f i c a n t . 
A i l P o l y c h e m p e o p l e h a v e s e r v e d i n m o r e c o m p a n i e s t h a n h a v e 
t h e Gem p e o p l e - m o s t o f t h e l a t t e r h a v i n g s e r v e d i n Gem f o r 
a l l t h e i r w o r k i n g l i v e s , 
S H I P TYPE GROUPS 
So f a r a s a v e r a g e a g e , WEPS s c o r e a n d t i . m e a t s e a a r e 
c o n c e r n e d , n o s i g n i f i c a n t d i f f e r e n c e s e x i s t b e t w e e n l i n e r 
a n d t a n k e r p e o p l e . 
T i i c t a n k e r g r o u p c o n t a i n s m a n a g e r s a n d m a s t e r s w h i c l i t h e l i n e r 
g r o u p d o e s n o t , 
8 ) A p p e n d i x B ( p a g e s | 9 S * ' ' 2 - l ' V ) s l i o w s t h e p r o p o r t i o n s o f 
r e s p o n d e n t s i n e a c h g r o u p a g r e e i n g w i t h t h e q u e s t i o n n a i r e 
s t a t e m e n t t h a t t h e s t a t e d a s p e c t w a s i n h a r m o n y o r i n 
c o n f l i c t w i t h . t ! i e p a r t i c u l a r n e e d o r c l i a p . g e i n t h e s h i p p i n g 
i n d u s t r y ( o r t h e n e e d o f t h e i n d i v i d u a l o r c o m p a n y w h e r e 
r e l e v a n t ) . . 
W h e r e d i f f e r e n c e s e x i s t a t t h e 9 5 % l e v e l o f c o n f i d e n c e t h e y 
a r e h i g h l i g h t e d b y u n d e r l i n i n g t o f a c i l i t a t e r a p i d v i s u a l 
i n s p e c t i o n o f t h e d a t a p r e s e n t e d ^ 
Ti»e s i a u f l e a n t d i f f e r e n c e s w e r e d e r i v e d a s f o l l o w s : -
E x a m p l e : A g e g r o u p s - G^ , G^ , G ^ . . . . G^^  
T n a g e g r o u p G^ ; n u m b e r i n g r o u p = n ^ P r o p o r t i o n a g r e e i n g = A^ 
I n a g e g r o u p G^ : n u m b e r i n g r o u p = n ^ P r o p o r t i o n a g r e e i n g = A ^ 
^ ( 1 - A . ) s n ^ J ^ 2 ! A : V 
a n d F c o m p a r e d w i t h t a b u l a t e d F t o d e t e r m i n e C o 0 5 
v a r i a n c e n o t s i g n i f i c a n t l y d i f f e r e r i t o 
T h e i ^ : , F s t i m a t e d w e i g h t e d v a r i a n c e = SO 
j o i n t v a r i a n c e 
a n d Z =: ^ ' ' r*^2 = Z 
—sir-
c o m p a r e d w i t h Z. = K O O SD , t w o t a i l e d 
t o d e t e r m i n e w h e t h e r a s i g n i f i c a n t d i f f e r e n c e d o e s o r d o e s 
n o t e x i s t b e t w e e n t h e g r o u p s a t t h e 9 5 % l e v e l o 
i r Z ^ 1 , 9 6 s i g n i f i c a n t d i f f e r e n c e e x i s t s . 
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9 ) A N A L Y S I S OF WEPS T E S T 
T h e WEPS t e s t i s d e s i g n e d t o m e a s u r e s e l f - s u b o r d i n a t i o n , 
i m p e r s o n a 1 i z a c i o n , r u l e c o n f o r m i t y a n d t r a d i t i o n a l i s m . 
A l t h o u g h t r a d . i . t i o n a l i s i n may be t h o u g h t t o be a s s o c i a t e d 
w i t h a g e , t h e r e i s n o c l e a r i n d i c a t i o n t h a t t h e t o t a l 
WEPS s c o r e o b t a i n e d b y a n i n d i v i d u a l i s r e l a t e d t o a g e . 
H e n c e , 
H y p o t h e s i s 1 " T l i c r e i s n o a s s o c i a t i o n b e t w e e n a g e o f 
s e a f a r e r s a n d WEPS s c o r e s o b t a i n e d " 
T h i s h y p o t h e s i s may be t e s t e d b y c o n s t r u c t i n g a c o n t i n g e n c y 
t a b l e a n d a p p l y i n g a c h i - s q u a r e t e s t (2^ ) 
A g e ( y e a r s ) 
3 0 a n d u n d e r 
A g e ( y e a r s ) 
3 1 a n d o v e r 
O b s e r v e d 
r o w t o t a l s 
WEPS s c o r e 
5 0 a n d u n d e i ' 
O b s e r v e d 31 
E x p e c t e d 2 5 . 8 
O b s e r v e d 11 
E x p e c t e d 1 C . 2 
4 2 
WEPS s c o r e 
31 a n d o v e r 
0 I.J s c r v e d 2 0 
E x p e c t e d 250^^ 
O b s e r v e d 2 1 
E x p e c t e d l 5 o 8 
4 1 
O b s e r v e d 
c o l u m n t o t a l s 51 3 2 
G r a n d t o t a l 
8 3 
^ ( c a l c ) = ^ 2 5 . 8 ' 1 6 . 2 
+ _ 5 ^ 2 
2 5 . 2 
+ _ 5 ^ 2 
1 5 . 8 ' 
= 5 , 5 0 
D e g r e e s o f f r e e d o m = ( N o , r o w s — 1 ) ( N o , c o l u m n s - l ) = 1 
F r o m t a b l e s , - 3,, .84 f o r p r o b a b i l i t y 0 o 0 5 a n d 1 d . f 
I f n u l l h y p o t h e s i s 1 i s t r u e X ( o . 0 5 ) ^ ^ ( c a J c ) 
< b u t 3 . 8 4 5 . 5 0 
T h u s t h e n u l l h y p o t h e s i s l m a y be r e j e c t e d a n d i t s a l t e r n a t i v e 
s t a t e d "TI IEP.E I S AN A S S O C I A T I O N BETWEEN AGE OF S E A F A R E R S 
AND THE WEPS SCORES O B T A I N E D ' ' 
I n s p e c t i o n o f t h e c o n t i n g e n c y t a b l e , a b o v e , g i v e s a n 
i n d i c a t i o n t h a t WEPS s c o r e s i n c r e a s e w i t h a g e o f r e s p o n d e n t s . 
N o t e : I n t h e p a g e s t h a t f o l l o w , t h e v/hoJ .e p r o c e d u r e o f 
c o n s t r u c t i n g t h e c o n t i n g e n c y t a b l e a n d a p p l y i n g t h e 
c h i - s q u a r e t e s t w i l l n o t be r e p e a t e d i n f u l l ; r e f e r e n c e 
may be m a d e t o t h e p r o c e d u r e g i v e n a b o v e , 
I s h o u l d h a v e s h o w n t h a t , f o r a n y o n e b o x , t h e 
e x p e c t e d f r e q u e n c y i s o b t a i n e d f r o m : -
E x p e c t e d f r e q . = ( R o w t o t a 1 ) ( C o l u m n t o t a l ) 
G r a n d T o t a l 
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By i n s p e c t i o n o f T a b l e 9 , 1 , ( p a g e 1 6 5 ) a c l e a r r e l a t i o n s h i p 
c a n b e s e e n t o e x i s t b e t w e e n a g e a n d n u m b e r o f . y e a r s s p e n t 
a t s e a . T h e r e l e v a n t p a r t s o f T a b l e 9 o 1 ( e x c l u d i n g s h o r e 
m a n a g e r s ) b e i n g : -
A v e r a g e a g e 
o f a g e g I " 0 u p s 
A v e r a g e n u m b e r 
o f y e a r s s p e n t 
a t s e a 
2 3 o O y e a r s 4 o 9 
2 7 . 9 9 , 4 
3 2 o 4 1 3 . 3 
3 7 o 6 1 9 o 1 
4 8 o 8 2 8 o 9 
T l i u s , f o l l o w i n g t h e t e s t i n g o f h y p o t h e s i s 1 , t h e n e x t 
h y p o t h e s i s may be s t a t e d a s 
H y p o t h e s i s 2 " T h e r e i s a n a s s o c i a t i o n b e t w e e n l e n g t h o f 
t i m e s p e n t a t s e a a n d Wl-PS s c o r e s o b t a i n e d " 
Y e a r s s e n t a t s e a 
1 4 y e a r s u n d e r 1 5 y e a r s & o v e r 
s c o r e 
3 0 a n d u n d e r 
O b s e r v e d 3 7 
E x p e c t e d 3 1 
O b s e r v e d 9 
E x p e c t e d 1 4 o 9 
4 6 
Wl-PS s c o r e 
3 1 a n d o v e r 
O b s e r v e d 1 9 
E x p e c t e d 2 4 , 8 
O b s e r v e d 1 8 
E x p e c t e d 1 2 « 1 
5 7 
5 6 2 7 1 8 3 
' ^ ^ c a l c ) 
6 . 0 
3 t o O 
3 o 8 4 
5 . 9 
f o r 1 d . f . 
+ _ 5 , ^ 
2 4 7 8 
5 , 9 7 . 7 4 
1 2 „ 1 
^ ( o . o 5 ) - • <C ^ ( c a l c ) 
T h e r e f o r c " T H E R E I S A N A S S O C I A T I O N BETWEEN L E N G T H OF 
T I M E SPENT A T SEA AND WEPS SCORES O B T A I N E D " 
I e m b a r k e d o n t h i s r e s e a r c h p r o g r a m m e b e l i e v i n g t h a t t h o s e 
l ) c o p l e w h o w o r k e d f o r m a n y y e a r s i n o n e . s h i p p i n g c o m p a n y 
w o u l d b e m o r e o r i e n t e d t o r u l e c o n f o r m i t y a n d t r a d i t i o n a l i s m 
t h a n t h o s e w h o m o v e d f r o m c o m p a n y t o c o m p a n y . O u t o f t h i s 
b e l i e f I f o r m u l a t e d 
H y p o t h e s i s 3 " T h e r e i s a n a s s o c i a t i o n b e t w e e n t h e n u m b e r 
o f s h i p p i n g c o m p a n i e s w o r k e d f o r a n d WEPS 
s c o r e s o b t a i n e d " 
T h e c o n t i n g e n c y t a b l e a n d c h i - s q u a r e t e s t i s s h o w n o n t h e 
n e x t p a g e 
« 1 7 0 
Number o f c o m p a n i e s worked f o r 
One o n l y Two o r more 
WEPS s c o r e 
3 0 and under 
O b s e r v e d 2 1 
Expec t e d 2 1 o 7 
O b s e r v e d 2 3 
E x p e c t e d 2 2 o 3 
4 4 
WEPS s c o r e 
31 and o v e r 
O b s e r v e d 2 0 
Kxpec t e d 1 9 « 3 
O b s e r v e d 1 9 
E x p e c t e d 1 9 « 7 
5 9 
4 1 4 2 8 5 
X ( c a l c ) 
•V-
T h e r e f o r e 
- 2 ^ 
2 1 . 7 
3 . 8 4 
+ 
2 2 . 3 
0,. 7 
1 9 . 3 
f o r 1 d . f . ^ X 
1 9 o 7 
( c a J, c ) 
0 o 0 9 4 
i n t h e o v e r a l l sample u s e d , THERE I S NO APPARENT 
ASSOCIATION BETWEEN NUMBER OF COMPANIES WOjlKED FOR 
AND WEPS SCORES OBTAINED ( b u t s e e b e l o w ) 
O b s e r v i n g from t i y p o t h e s e s l and 2 t l i a t a s s o c i a t i o n s e x i s t e d 
between WEPS s c o r e s and a g e / s e a - t i m e , I f o r m u l a t e d 
a d d i t i o n a l h y p o t l i e s e s t o t e s t w h e t l i c r an a s s o c i a t i o n 
o l i s t e d l.)etween WEPS s c o r e s and a c o m b i n a t i o n of s e a - t i m e 
and number of co m p a n i e s . I needed a d e f i n i t e s e p a r a t i o n 
between t h o s e who had been a t s e a f o r a r e J . n t i v e l y few 
number of y e a r s and t h o s e v/iio had been a t s e a much l o n g e r . 
The two l i y p o t h e s e s f o r m u l a t e d w e r c : -
H y p o t h c s i s 4 : "Among t h o s e who have been a t s e a foi" s e v e n 
y e a r s or l e s s an a s s o c i a t i o j i e x i s t s between 
the number of c o m p a n i e s worked f o r and WEPS 
sd ore obta i n e d " 
l i y p o t h e s i s 5 "Among t h o s e \vho have been a t s e a f o r t e n 
y e a r s o r more an a s s o c i a t i o n e x i s t s Jjetween 
t h e number of c o m p a n i e s worked f o r and WEPS 
s c o r e s o b t a i n e d " 
The c o n t i n g e n c y t a b l e s g i v e n on t h e f o l l o w i n g page and t h e 
manner i n wh i c h t h e d i s c o v e r e d a s s o c i a t i o n c h a n g e d i n d i r e c t i o n 
show why a t t e m p t s to d i s c o v e r the a s s o c i a t i o n i n h y p o t h e s i s 
3 f a i l e d and why I needed t h e d e f i n i t e gap of some y e a r s 
between one group and a n o t h e r ; t h e t h r e e y e a r gap c h o s e n 
was done p u r e l y a r b i t r a r i l y . 
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I n t h e two c o n t i n g e n c y t a b l e s below, E x p e c t e d F r e q u e n c i e s 
a r e a b b r e v i a t e d a s ( E = ) The r e a s o n i s to draw v i s u a l 
a t t e n t i o n to t h e changing' d i r e c t i o n of t h e a s s o c i a t i o n s ^ -
MEN WHO HAVE SPENT 
7 YEARS OR LESS 
AT SEA 
Number of c o m p a n i e s worked f o r 
One o n l y Two or more 
WEPS s c o r e 
2 5 and under 
O b s e r v e d 2 
( E := 4 o 4 ) 
O b s e r v e d 6 
( E = 5 o 6 ) 
& 
WEPS s c o r e 
2 5 and over 
O b s e r v e d l 4 
( E = 1 1 • 6 ) 
0!) s e r v e d 7 
( E = 9 o 4 ) 
2 1 
I G 1 5 2 9 
( c a I c ) 2 , 4 2 . 4 ' 2 . 4 4 o 4 3 o 6 1 1 . 6 
< x\ 
9 « 4 
c a l c ) 
4 o 0 
A d m i t t i n g t h a t t he o b s e r v e d and e x p e c t e d f r e q u e n c i e s a r e 
s m a l l , t he i n d i c a t i o n s a r e t h a t THERE I S AN ASSOCIATION 
BETWEEN NUMBER OF COMPANIES WOKICEU FOR AND W5PS SCORES 
03TA1NEO AMONG THOSE WHO HAVE SPENT 7 YEARS OR LESS AT SEA 
MEN Who HAVE SPENT 
1 0 YEARS OR MORE 
Numl)er of c o m p a n i e s woi'ked '"1 f o r 
AT SEA One o n l y Two or more 
WEPS s c o r e 
3 T and under 
O b s e r v e d 
( E = 7 o 7 ) 
1 i : O b s e r v e d 
( E 1 K 3 ) 
8 1 9 
WEPS s c o r e 
j 5 2 and o v e r 
O b s e r v e d 
( E = 9 o 5 ) 
Obse r v e d 
( E = 1 3 o 7 ) 
1 7 2 3 
! 2 5 4 2 
X ( c a l c ) 
X ( 0 c 0 5 ) 
= 3 . 3 
2 3 . 3 
l 3 o 7 9 o 3 
3 o 8 4 f o r 1 d o f 
3 c 5 
V . 7 
3 . 3 = 4 » 3 4 
1 1 . 3 
< ^  ( c a l c ) 
T hus, THERE I S AN ASSOCIATION BETWEEN NUMBER OF COMPANIES 
WORKED FOR AND WEPS SCORES OBTAINED AMONG THOSE WHO HAVE 
SPENT TEN YEARS OR MORE AT SEA. 
But, even more i m p o r t a n t than s u p p o r t i n g h y p o t h e s e s 4 and 5 , 
the two c o n t i n g e n c y t a b l e s and o b s e r v e d f r e q u e n c i e s g i v e an 
i n d i c a t i o n t h a t THE DIRECTION OF ASSOCIATION CHANGES: 
AMONG THOSE WHO HAVE SPENT LES S THAN 7 YEARS AT SEA, ONE 
COMPANY MEN HAVE HIGHER WEPS SCORES THAN MU LTI^-COMPA NY MEN 
W;-:iLE AiViONG THOSE WHO HAVE SPENT MORE THAN 1 0 YEARS AT SEA 
ONE-COMPANY MEN HAVE LOWER WEPS SCORES THAN MULTI-COMPANY MEN 
IN THE SAMPLE GROUPS USED. 
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The sample g r o u p s u s e d a r e f a r too s m a l l to s u p p o r t any 
claj.m t J i a t the d i f f e r e n c e s between one--company and m u l t i -
company {i„eo o c c u p a t i o n a l l y m o b i l e ) men a p p l y to the whole 
of t h e B r i t i s h Merchant Navy but they do h e l p to e x p l a i n t h e 
b e h a v i o u r a l d i f f e r e n c e s o b s e r v e d i n t h e Gem and P o l y c h c m s h i p s . 
R e g r e s s i o n a n a l y s e s were p e r f o r m e d on t h e d a t a and t h e 
r e g r e s s i o n c u r v e s of b e s t f i t were found to be:^ 
rOR M E N Wl.Q MAD STAYED WITHIN ONE COMPANY O N L Y : -
2 
VvEPS s c o r e = 2 5 „ 2 1 + K 2 6 ( Y e a r s a t s e a ) - O o b 4 ( Y e a r s a t se aj_ 
C o e f f i c i e n t of c o r r e l a t i o n = O o 7 8 3 
FOK M E N WHO H A D W O R K E D FOR T W O O R M O R E COMPANIES; 
WEPS s c o r e := 6 > 0 5 + 7 ^ 4 1 ( y e a r s a t seaXL o g NOo of compdnic?-;) -
O o 3 G 5 ( Y e a r s a t sea X Log No. o f c o m p a n i e s ) " 
— ^ . • i s r S f 3 i - F ^ z e a 
0 . 7 0 0 C o e f f i c i e n t of c o r r e l a t i o n 
Tl\e r e g r e s s i o n c u r v e s a r e shown i n D i a g r a m 9 o l below 
4 0 J 
3 0 . 






0 L - 1 - I — 
1 0 
7--
1 5 2 0 
NUMBER OF YEARS AT SEA 
-T 
2 5 3 0 
D i a g r a m 9 o l : R e g r e s s i o n c u r v e s of WEPS s c o r e a g a i n s t 
v e a r s a t s e a and number of c o m p a n i e s s e r v e d j.n 
- 1 7 3 -
The X a x i s of Diag r a m 9o1 - number o f y e a r s a t s e a - may 
m i s l e a d r e a d e r s i n t o i m a g i n i n g t h a t an i n d i v i d u a l ' s WEPS 
s c o r e a l t e r s a s he spends l o n g e r a t s e a and a s he moves 
from one company to a n o t h e r o T l i i s was NOT a l o n g i t u d i n a J. 
s t u d y under w h i c h i n d i v i d u a l s a r e t e s t e d o v e r a number of 
y e a r s and, u n t i l s u c h a s t u d y i s c o n d u c t e d , no c l a i m c a n be 
made t h a t WEPS s c o r e s do i n c r e a s e w i t h s e a - t i m e and i n t e r -
company m o b i l i t y o The h i g h e r s c o r e s o b t a i n e d b^' t h e o l d e r , 
m o bile p e o p l e i n t h i s s t u d y may r e f l e c t n o t h i n g more t h a n 
the o l d e r m o b i l e p e o p l e w i t h low WEPS s c o r e s had a l r e a d y 
l e f t t he s e a or had moved to c o m p a n i e s n o t s a m p l e d . However, 
as one s t a g e of the s u r v e y i n v o l v e d a random sa m p l e o f p e o p l e 
from o v e r 2 0 c o m p a n i e s , t h e i n d i c a t i o n s e x i s t t h a t t h o s e 
o f f i c e r s who s t a y a t sea and who move a c r o s s c o m p a n i e s 
e i t h e r e n t e r w i t h h i g h e r WEPS s c o r e s or d e v e l o p h i g h e r 
b u r e a u c r a t i c o r i e n t a t i o n ( a s me a s u r e d by t h e WEPS t e s t ) 
the l o n g e r t l i e y s t a y and the more t h e y move. 
The i n t e r v i e w s and o b s e r v a t i o n s l e f t me w i t h the d i s t i n c t 
i m p r e s s i o n t h a t l o w e r WEPS s c o r e s a r e found i n p e o p l e who 
^ n j o y i n n e r s e c u r i t y and s u p p o r t w h i l e h i g h e r WEPS s c o r e s 
a r e found i n th o e e who need e x t e r n a l s u p p o r t and s e c u r i t y , 
I have a l r e a d y shown t h a t , among t h o s e who have had l e s s 
l.l'.an 8 y e a r s a t s e a , the WEPS s c o r e s of one-company men a r e 
s i g n i f i c a n t l y h i g h e r than t h o s e o f m u l t i - c o m p a n y men. I n 
t h e i r w o r k i n g and l i v i n g c o n d i t i o n s , s e a f a r e r s e x p e r i e n c e 
a h i g h d e g r e e of t o t a l c a r e by t h e i r e m p l o y e r s ( f a r h i g h e r 
than i s found a s h o r e i n c o m m e r c i a l e n t e r p r i s e s ) and t n e 
o f f i c e r w i t h a h i g h i n i t i a l - W E P S s c o r e and who n e e d s 
e x t e r n a l l y g r a n t e d s u p p o r t and s e c u r i t y may f i n d t h a t 
the l a r g e , l o n g - e s t a b l i s h e d , f i n a n c i a l l y s t r o n g s h i p p i n g 
company i s more a p p e a l i n g t h a n 'the s m a l l e r , w e a k e r company. 
Once he has j o i n e d the l a r g e , s t r o n g company and f i n d s t h a t 
h i s n e e d s a r e b e i n g met he may f i n d j.t e x t r e m e l y d i f f i c u l t , 
i f n o t i m p o s s i b l e , to s w i t c h from h i s p r e s e n t to a n o t h e r 
company. On t h e o t h e r hand, t h e o f f i c e r w i t h a low i n i t i a l 
WEPS s c o r e who e n j o y s i n n e r s e c u r i t y and s u p p o r t may n o t w i s h 
to pay the p r i c e on s e l f - s u b o r d i n a t i o n and l a c k o f v a r i e t y 
and may f i n d i t r e l a t i v e l y e a s y to s w i t c h from one company 
to a n o t h e r * 
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Howeverj w i t h a d v a n c i n g y e a r s a t se-a and w i t h p r o m o t i o n up 
the r a n k s , the one-company man f e e l s more s e c u r e — e s p e c i a l l y 
i f he h a s b u i l t up a b a c k - l o g of good s e r v i c e and i f he 
knows t h a t he has a f r i e n d l y * d e f e n d e r * back a t h e a d - o f f i c e -
and becomes more w i l l i n g to e x p e r i m e n t w i t h c h a n g e i n t h a t 
same compan^^. On the otiiei- hand, the h i g h l y m o b i l e man who, 
as a l r e a d y m e n t i o n e d , does n o t need e x t e r n a l s u p p o r t , n e v e r -
t h e l e s s n e e d s . a degree of c e r t a i n t y and f a m i l i a r i t y w i t h t h e 
wo r k i n g s i t u a t i o n ( a n d , t h e r e f o r e , w i t h what s k i l l s lie u s e s 
and )-»ow he u s e s tJiem) a s he moves from one company to a n o t h e r 
and he d e v e l o p s r e s i s t a n c e s to c h a n g e s i n t r a d i t i o n a l w o r k i n g 
p r a c t i c e s . T h i s e x p l a n a t i o n was c o n f i r m e d d u r i n g t h e f i e l d 
work. 
The r e g r e s s i o n c u r v e s i n Diag r a m 9 o l (page 1 7 2 ) show p e a k s 
arouiul 1 5 to 2 0 y e a r s of time a t s e a f o r both one-company 
and m u l t i - c o m p a n y men. T h e s e p e a k s may be e x p l a i n e d i n terms 
of the p r o m o t i o n a l s y s t e m f o r i t i s between 1 5 a n d 2 0 y e a r s 
of f i r s t gf)ing to sea wlien the deck o f f i c e r i s promoted to 
M a s t e r and the: e n g i n e e r o f f i c e r i s promoted t o C h i e f E n g i n e e r . 
Thus, t h e h i g h e s t WEPS s c o r e s a t t h i s age (and a s w i l l be 
shown, the h i g h e s t r e s i s t a n c e to c h a n g e ) may i n d i c a t e t h a t 
e i t h e r ( i ) h a v i n g w a i t e d f o r so l o n g t o g a i n t h e t o p p o s i t i o n s , 
p o t e n t i a l M a s t e r s and C h i e f E n g i n e e r s do not want any change made 
to the o r g a n i / . a t i o n a l r o l e s and p o s i t i o n s of t h e s e r a n k s ; or 
( i i ) men i n t l i i s peak range may onJ.y r e c e n t l y have been 
promoted to the top r a n k s and c o u l d n o t t o l e r a t e any g r e a t 
change i n t h e i r r o l e s and p o s i t i o n s w h i l e s t i l l f e e l i n g t h e i r 
waySo I t may be w o r t h m e n t i o n i n g t h a t t h e M a s t e r o f the 
Polychcm s h i p " J o a n " had o n l y j u s t been promoted t o command -
i n f a c t , t h i s w a s the r e a s o n f o r h i s l e a v i n g h i s l a s t company, 
an o i J major i n w h i c l i , u n t i l t h e n , he had s p e n t h i s whole 
w o r k i n g l i f e . 
By d i f f e r e n t i a t i n g t h e r e g r e s s i o n c u r v e s , t h e t u r n i n g p o i n t s 
have been c a l c u l a t e d a s : -
OnC'-company men Peak Wl-^ PS s c o r e a t l 5 o 7 5 y e a r s of s e a time 
Two -company men Peak WET'S s c o r e a t 3 3 o 6 5 y e a r s of s e a ti m e 
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10) RELATIONSHIPS BETWEEN WEPS AND THE SURVEY QUESTIOt\Ny\ I R E 
P a r t s of the s u r v e y q u e s t i o n n a i r e w e r e d e s i g n e d s p e c i f i c a l l y 
to r e l a t e c e r t a i n measurements of t h e WEPS t e s t w i t h c h a n g e s 
i n t he s t r i p p i n g i n d u s t r y and, f o r t h i s p u r p o s e , t h r e e i n d i c e s 
were c o n s t r u e ted^, The q u e s t i o n s r e l a t i n g to e a c i i i n d e x were 
s p r e a d throu^rh t h e q u e s t i o n n a i r e i n an a t t e m j ) t to p r e v c j i t 
r e s p o n d e n t s s e e i n g t h a t WEPS and t h e q u e s t i o n n a i r e were 
r e l a t e d and, p o s s i b l y , t r ^ ' i n g t o match t l i c i r a n s w e r s to 
eac h i n s t r u m e n t s 
^ ) 'f I i e a n t j. r a d i t i on a 1 i n d e x i n w h i c i ) a h i g h s c o r e i n d i c a t e s 
t h a t the r e s p o n d e n t h o l d s n e g a t i v e a t t i t u d e s t o w a r d s 
t r a d i t i o n a l p r a c t i c e s and i n w h i c h a low s c o r e i n d i c a t e s 
a t t i t u d i n a l d e f e n c e of t r a d i t i o n a l p r a c t i c e s . 
S t a t e m e n t s 7 a , b , c ; 8d; 9 a , b , c , d ; 2Gc; 5 2 c ; 33b; 4 2 d , e ; 
(Appendix B)^^^^^ 4 8 e , f ; 52g; GOh ; 61h; G3a,b,c,d,e; & 64d 
a l l c o n c e r n e d t r a d i t i o n a l p r a c t i c e s and were so p h r a s e d 
t l i a t agreement w i t h t h e q u e s t i o n n a i r e s s t a t e m e n t i n d i c a t e d 
t h a t the r e s p o n d e n t h e l d n e g a t i v e a t t i t u d e s t o w a r d s 
t r a d i t i o n a J . p r a c t i c e s and was p o s i t i v e l y i n c l i n e d t o 
hiive t t i c s e p r a c t i c e s changcdo A p p e n d i x 
A s i m p l e s c o r i n g s y s t e m was a d o p t e d under w h i c h an 
agreement w i t h a q u e s t i o n n a i r e s t a t e m e n t r e c e i v e d -t-l ; 
a d i s a g r e e m e n t - 1 ; and an u n d e c i d e d or n e u t r a l 0. 
Maximum s c o r e f o r t o t a l a g r e e m e n t 2f». 
H y p o t h e s i s 6; "A n e g a t i v e r e l a t i o n s h i p e x i s t s between an 
o f f i c e r l s WEPS s c o r e and h i s a n t i - t r a d i t i o n a 1 
i n d e x " ( t h a t i s , t h e l o w e r h i s WEPS s c o r e , t l i e 
h i g h e r h i s a n t i - t r a d i t i o n a l i n d e x ) 
WEPS s c o r e 
30 and u n d or 
WEPS s c o r e 
51 and above 
A n t i - t r a d , s c o r e 
9 and under. 
O b s e r v e d l 6 
(E = 21.9) 
O b s e r v e d 22 
( E = 1Go07) 
38 
A n t i - t r a d o s c o r e 
10 and above. 
O b s e r v e d 29 
(E = 2 3 . 0 7 ) 
O b s e r v e d 1 1 
( E = 16.9) 
40 
45 1 33 78 * 
5.9 2 5.9 
21 o9 1 Co07 A ( c a l c ) 
= 3o 84 f or 1 d. f . ^ 
5 . 9 ^ 
2 3 o O 'V 
+ 5 o 9 ^ - 7o32 
1 6 . 9 
^ ( 0 9 0 5 ) ( c a l c ) 
THUS, TIII-RE I S AN ASSOCIATION BETWEEN WEPS SCORE AND THE 
' ANTI-TRADITION INDEX 
* Only t l i o s e o f f i c e r s who had c o m p l e t e d a l l s t a t e m e n t s a r e 
i n c l u d e d , l i c n c e 78 i n s t e a d of 83. 
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( A n t i - t r a d i t i o n i n d e x c o n t i n u e d ) 
( H i g h l y an t i - t r a d i t i o n a l ) 
Mean 
WEPS SCORE 
- 1 0 J ( i Vi g h 1 y t r a d i t i o n a 1 ) 
Diagram 9 c 2 : R e l a t i o n s h i p between WEPS s c o r e and 
a It t i 1 r a d i t j. o n a 1 i n d e x 
L i n e oV b e s t f i t ; y ^ G ' l o M « K . 3 2 5 ( W E P S s c o r e ) 
C o c f f o of D e t e r m i n a t i o n = O o G l S 
C o e f f . of C o r r e l a t i o n = O o 7 8 6 
Thus, from h y p o t l i e s i s 6 and t h e p r e c e d i n g c a l c u l a t i o n s , i t 
can be s a i d t h a t THE LOWER A MAN^S WEPS SCORE THE HIGHER 
HIS^ANTI-TRADITIONAL INDEX IN SHIPPING 
« 177 -
10) b) The s e l f - a s s e r t i v e i n d e x i n w l i i c h a h i g h s c o r e i n d i c a t e s 
t h a t the r e s p o n d e n t h o l d s s e l f - a s s e r t i v e a t t i t u d e s w i t h i n 
t i i s s h i p b o a r d s i t u a t i o n ; o r , c o n v e i ^ s e l y , t h e lowci" h i s 
s c o r e t h e more a r e h i s a t t i t u d e s i n l i n e w i t h s e l f - * 
s u b o r d i n a t i o n . 
I n Appendix B, s t a t e m e n t s S b j C ; 4 e ; 14b; 1 5 a , c , d , e , g ; 
U:c,d; l 7 b ^ c ; 18b,d; 2 0 a , b , e , f ; 2 l a , b , d , e ; 3 9 a , b , c , d , e , f : 
40a , b ,c , d , e , f ,g J h ; & 4 7 f a l l c o n c e r n e d s e l f ' - s u b o r d i n a t i o n 
w l i e t h e r m a n i f e s t e d i n t o t a l c a r e o f t h e i n d j.vidua J. b^ ^ t h e 
com[iany or i n p r o m o t i o n b a s e d on l e n g t h o f s e r v i c e i n s t e a d 
of on m e r i t . The s c o r i n g method was s i m i l a r to t h a t u s e d 
f o r the a n t i - t r a d i t i o n i n d e x , but w i t l i a p o s s i b l e maximum of 38 
H y p o t h e s i s 7: "A n e g s t i v c r e l a t i o n s h i p e x i s t s between an 
o f f i c e r l s WEPS s c o r e and h i s s e l f - a s s e r t i v e 
i n d e x " ( i . e . the l o w e r h i s WEPS s c o r e , t h e 
I i i g h e r h i s s e l f - a s s e r t i v e i n d e x ) 
WEPS s c o r e 
3 0 and under 
WEPS s c o r e 
3 1 and above 
S e l f - a s s e r t s c o r ( i 
1V and under 
O b s e r v e d 1 4 
( I - : i r 2 0 o 2 5 ) 
O b s e r v e d 2 0 
( E ^ 1 3 , 7 7 ) 
3 4 
S e l f - a s s e r t s c o r e 
1 8 and above 
O b s e r v e d 3 3 
( E = 2 6 o 7 7 ) 
O b s e r v e d 12, 
( E = 1 8 o 2 3 
4 5 
4 7 3 2 7 9 
X( c a l c ) = 8 o 3 l 6 ( O c 0 5 ) = 3 ^ 8 4 f o r 1 d o f<. 
T hus, THERE I S AN ASSOCIATION BETWEEN WEPS SCORE AND THE 
SELF-A.SSERTIVE INDEX 
^ ( H i g h l y s e l f - a s s e r t i v e ) 
30 \ 





-10 ( H i g h l y s e l f - s u h o r d i n a t i v e ) 
Diagram 9 o 3 : R e l a t i o n s h i p between WEPS and s e l f °^a s s e r t i ve index: 
L i n e of b e s t f i t : y 8 4 , 4 5 « 2 . 2 5 9 (WEPS s c o r e ) 
C o e f f . of D e t e r m i n a t i o n = 0 . 6 0 ? ; C o e f f o f c o r r e l a t i o n = 0.776 
Thus, from h y p o t h e s i s 7 and the above c a l c u l a t i o n s , i t c a n be 
s a i d t h a t THE LOWER A MAN'S WEPS SCORE THE HIGHER HIS 
SEL F - A S S E R T I V E INDEX IN SHIPPING. 
- 178 
10) c ) The v a r i e t y i n d e x i n whic!i a h i g h s c o r e i n d i c a t e s t h a t 
the r e s p o n d e n t h o l d s a t t i t u d e s c o n s i s t e n t w i t h a " s e a r c h 
f o r v a r i e t y " i n s h i p s , t r a d e s and p o r t s v i s i t e d . 
I n A p p e n d i x B, s t a t e m e n t s 2d; 3C:;d; 14e; 19b; 5 3 c ; & 55d 
c o n c e r n e d v a r i e t y i n s h i p s , t r a c e s and p o r t s v i s i t e d . The 
s c o r i n g method was s i m i l a r to t h e o t h e r two i n d i c e s but 
the p o s s i b l e maxj.inum was 7. 
H y p o t h e s i s 8: "A n e g o t i v e r e l a t i o n s h i p e x i s t s between an 
o f f i c e r ' s WEPS s c o r e and h i s v a r i e t y i n d e x " 
V a r i e t y i n d e x s c o r e 
3 and under 
V a r i e t y i n d e x s c o r e 
4 and above 
WEPS s c o r e 
30 gnd under-
WEPS s c o r e 
31 and above 
O b s e r v e d 17 
(E = 2 0 o G75) 
O b s e r v e d l 7 
( E = I 3 c 3 2 ) 
O b s e r v e d 28 j O b s e r v e d 12 
( E = 24.32.) ( E l 5 o 6 7 5 ) 
45 2 9 




Th.us, a t . 0 5 p r o b a b i l i t y , no a s s o c i a t i o n can be cin.i.med to 
e x i s t between WEPS s c o r e and t h e v a r i c t v i n d e x . 
But an a s s o c i a t i o n may e x i s t f o r , a t 0.10 p r o b a b i l i t y 
. , = 3 . 0 8 2 ^ = 2o706 f o r 1 d.f ( c a l c ) ( O o l O ) 
The o b s e r v e d f r e q u e n c i e s i n the c o n t i n g e n c y t a b l e above 
i n d i c a t e t h a t t h e lower an o f f i c e r ' s WEPS s c o r e t h e h i g h e r 
may be h i s V a r i e t y I n d e x ( 2 8 o b s e r v a t i o n s i n h i g h v a r i e t y / l o i 
WEPS box) 
Th u s , AMONG THE RESPONDENTS IN THE SAMPLE USED, 
( 1 ) A low WEPS s c o r e i n d i c a t e s a t t i t u d e s w h i c h a r c a g a i n s t 
t r a d i t i o n a l p r a c t i c e s ; a g a i n s t s e l f ^ s u b o r d i n a t i o n ; and 
p o s s i b l y a g a i n s t u n i f o r m i t y of s h i p s , t r a d e s and 
p o r t s v i s i t e d c 
( 2 ) A h i g h WEPS s c o r e i n d i c a t e s a t t i t u d e s w h i c h f a v o u r 
t r a d i t i o n a l p r a c t i c e s ; f a v o u r s e l f - s u b o r d i n a t i o n ; and 
p o s s i b l y f a v o u r u n i f o r m i t y of s h i p s , t r a d e s and 
p o r t s V i s j. t e d. 
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1 1 ) R'-^le con f o r m i t y 
The WEPS t e s t i s d e s i g n e d to measure r u l e c o n f o r m i t y and 
I e x p e c t e d to f i n d a r e l a t i o n s h i p between a c c e p t a n c e o f 
company* s r u l e s and r e g u l a t i o n s and t l i e WEPS s c o r e s . 
A " r u l e c o n f o r m i t y i n d e x " was c o n s t r u c t e d from s t a t e m e n t s 
5 a j b , c , d , e : 8e; 9 c , e ; l 5 e ; 2 4 a ; 3 7 b , c ; 3 8 c ; 4 2 e ; 6 l d ; & 70b 
a l l of w h i c h concern.ed r u l e s and regu.la ti.ons * 
C h i " S q u a r e t e s t s and o t h e r a n a l y s e s f a i l e d to f i n d an 
a s s o c i a t i o n between WEPS s c o r e s and t l i e r u l e c o n f o r m i t y 
i n d e x ; t h e two appear to be i n d e p e n d e n t and, i n f a c t , t h o s e 
w i t h low WEPS s c o r e s a p p e a r e d t o be m a r g i n a l l y more i n f a v o u r 
of t l i e r u l e s than t h o s e w i t h h i g h WEPS s c o r e S o 
As d i s c u s s e d e l s e w h e r e i n t h i s r e p o r t , t h e i n t e r v i e w s and 
o b s e r v a t i o n s made a b o a r d s h i p showed c l e a r l y t h a t , among the 
o f f i c e r s i n v o l v e d i n t h i s programme, c o m p a n y / ' u l c s and 
r e g u l a t i o n s s o r v c a v e r y u s e f u l p u r p o s e i n e x p a n d i n g and n o t 
r e s t r i c t i n g an i n d i v i d u a 1.'s p e r c e i v e d freedom of movemen 14 
p r o v i d e d t l i e r u l e s a r e m e a n i n g f u l . 
I n a c t u a l q u a n t i t y and p e r v a s i v e n e s s of t h e r u l e s . Gem 
Tf i n k e r s h a s f a r more r u l e s and r e g u l a t i o n s t h a n does 
Polychcm. y e t the GEM o f f i c e r s e x p e r i e n c e t h e r u l e s a s 
s u p p o r t i v e r a t h e r t h a n r e s t r i c t i v e . A l l t h e Gem o f f i c e r s 
i n t e r v i e w e d , a g r e e d w i t h t h e GEM r u l e s and t h e y drew on 
numerous examples of p a s t i n c i d e n t s w i t h i n Gem to e x p l a i n 
to me why c e r t a i n r u l e s !iad I^een fran:ed. 
The s i t u a t i o n i n PolycI;em i s m a r k e d l y d i f f e r e n t f r o m t h a t 
i n Gem^ Polychem o I T i c e r s Iiave not y e t s h a r e d er.ough 
i n c i d e n t s to u n d e r s t a n d p r e c i s e l y what i n t e r p r e t a t i o n 
s h o u l d be put on e a c h r u l e and many of t h e P o l y c h e m o f f i c e r s 
i n t e r v i e w e d commented t h a t t h e r u l e book Iiad been w r i t t e n 
b e f o r e t h e f i r s t Polychem s h i p came i n t o s e r v i c c o Not o n l y 
was t h e r e an a b s e n c e of commonly s"nar-ed i n c i d e n t s b u t , a s 
shown i n T a b l e 9.1, t h e a v e r a g e WEPS s c o r e of t h e P o l y c h e m 
sea s t a f f was 33.-1 ( s i g n i f i c a n t l y h i g h e r t h a n t h e o v e r a l l 
a v e r a g e o b t a i n e d o f - 3 0 , 2 ) and a s shown i n D i a g r a m 9o2 ( t h e 
r e l a t i o n s h i p b e t w e e n h i g h WEPS s c o r e and t r a d i t i o n a l i s m ) 
w h i c h , t o g e t l i e r , i n d i c a t e the hi.gh p r o b a b i l i t y o f n e w l y 
engaged Polychem p e o p l e g i v i n g t r a d i t i o n a l i n t e r p r e t a t i o n s 
to t h e r u l e s . T h i s m i g h t liave been f u n c t i o n a l had a l l 
Polychem p e o p l e have come from t h e same p r e v i o u s company; 
u n f o r t u n a t e l y ( f o r t h e r u l e i n t e r p r e t a t i o n s ) t h e y came from 
many d i f f e r e n t companies„ 
1 s o -
1 2 ) 'fhe measurement of i n t U . v i d u a l r e w a r d and pay men t _ j j a t t o r n s 
Owing to t h e c o m p l e x i t y of t h i s instx*ument, i t was n o t u s e d 
a s a p o s t a l s u r v e y but was a p p l i e d p e r s o n a l l y by the r e s e a r c h e r 
The i n s t r u m e n t ( s c o r e d f o r one p a r t i c u l a r r e s p o n d e n t ) i s 
shown i n D i a g r a m 9 , 4 on the f o l l o w i n g page ( l 8 l ) . 
2 4 p o s s i b l e r e a s o n s f o r s w i t c h i n g c o m p o n i c s were l i s t e d . 
I n s e r i e s - and t r e a t i n g e a c h r e a s o n i n i s o l a t . i o n from t h e 
r e m a i n d e r - the r e s p o n d e n t was a s k e d i f he wouJ.d c o n s i d e r 
s w i t c h i n g from hj.s p r e s e n t to a n o t l i e r company" f o r t h a t 
r e a s o n and t i i a t r e a s o n o n l y . 
A f t e r a l l the r e a s o n s f o r s w i t c h i n g had been e l i c i t e d , i t 
was s u g g e s t e d to the i-espondent t h a t o t i i e r f e a t u r e s o f i i i s 
p o t e n t i a J . new company might n o t be a s a t t r a c t i v e a s s i m i l a r 
f e a t u r e s of l i i s p r e s e n t company^ I t was s u gg e s t e d t h a t , w l i i. 1 e 
s w i t c h i n g would s a t i s f y t h e p a r t i c u J . a r r e a s o n , tie m i g h t have 
to a c c e p t r e d u c t i o n s i n some of t h e a t t r a c t i v e f e a t u r e s of 
l i i s p r e s e n t company. These " i ^ e d u c t i o n s " or " p a y m e n t s " a r e 
shown a t t l i e head of t h e v e r t i c a l c olmims i n D i a g r a m 9 o 4 and 
a r e 1 4 i n number, Tiie i n t e r v i e w was c o n d u c t e d i n a manner 
w h i c h f o r c e d the r e s p o n d e n t to c o n s i d e r e a c h 'payment' i n 
i s o l a t i o n from the r e m a i n i n g payments « no man was a s k e d 
to make aJ.l 1 4 payments j n r e t u r n f o r s a t i s f y i n g s p e c i f i c 
r e a s o n s f o r s w i t c h i n g . 
A t t e n t i o n was g i v e n to t h e s t a t e d r e a s o n s f o r s w i t c h i n g and 
to t h e nmnber of payments a man was pi^epared to make t o 
s a t i s f y t l i a t r e a s o n ; but even more a t t e n t i o n was g i v e n to 
the payments a man would NOT make I'or i t i s t h r o u g h t h e s e 
non-payments ( i . e . t h e f e a t u r e s i n w l i i c h t h e r e s p o n d e n t 
would not be p r e p a r e d to a c c e p t a r e d u c t i o n ) t h a t one can 
g l i m p s e t h o s e f e a t u r e s of the p r e s e n t coip.pany most i m p o r t a n t 
to t h e r e s p o n d e n t . 
The s c o r i n g i s r e l a t i v e l y s i m p l e and i s b a s e d on a number 
of a r g u m e n t s w h i c h w i l l be more e a s i l y u n d e r s t o o d by t h e 
r e a d e r a f t e r he has i n s p e c t e d t h e i n s t r u m e n t on t h e n e x t page. 
Column I 
S^Bte w h e t h e r y o u wouIO o r w o u l d n o t c h n n g e 
f r o a y o u r prcBen*. t o »p.oi:^cr s h i p p i n g c o e p n n y 
t o g«ln t h e I m p r o v c B c n t a l i s t e d b e l o w . 
Y?9/.No f o r h i g h e r wagca 
No f o r g r e a t e r s e c u r i t y 
I V f i V N o f o r f a s t e r p r o r o t l o n 
f o r ^ c • , . ^ T I f u v e s 
; ^ r - ^ ' So f f r b c u c r t r i l . i ' n < : 
Ve-./No f o r b e t t e r l l v l r i A c o n d i t i o n * «board 
I n o r d e r t o g a i n t h e I n p r o v e o e n t * o a r k e d 
I n C o l u n n I , 1 w o u l d t e w i l l i n g t o 
a c c e p t t h e f o j l o w i n g f e a t u r e s 1*^  »y 
new c o n p n n y . 
3 1 O > 
- c c -- c ^  c 
JZ t- " 
H ^ S -I u ^ 
« c ; - cH 
Yc .'So f o r »orc t l n c a s h o r e I n p o r t 
t^^Vo \ NO f o r m o r t 5 1 1t . i n ce f r o n s h o r e l a b o u r 
No f c : - : j < : i ' - ! r - i t o r t s a i i t i ' p o r e s l y s t e n 
V - ? , ' N c f o : J - . , ; - c c ; : . . I l l ' c ri c x ^ r c l-'C ny o^ 
j c b >'l!ere i 
Y-.-5/ No '.o g a i n a f c c l l n n o f r e a l r e :.p jn» 1 h 111 t y 
I Y t s / N 
r a i n i n f c r . i a t i o n on aiy c o ^ p u n y 
Stf'. t T b c h . ' v c t : r a ' . i n ; t 
'0 f o r h. I c r ' i w i - ' i ^ i o r ; .a t l e n s .1. 
No t y t r . ' V e l AUC St.** -he s l t ' l i t n 
^ / ' " \ . r e d u c e p c r i c O * o f s c p u r a t l r r I r o o 
^C^r-ZNo t o f j T i l v und f r i e n d s 
U > ^ Vo t o erc;.:e lonv, i-cean passages _ 
YCS/NO t o r e J ' j c e f t -*-:: ; ! . - ; o f u n i n p o r t j n c e ; n J , -<v,er 1 c s - ; i t s s 
I d e x c c i i l v e w o r k lo«-
• j o r i 
a v o i d M i s t e r s and ."^'anagcr a 
Ycr/.No t o ^rr-cnal i n t e r p r e t a t i o n o f r v l c s 
/So f o r - e r 5 r u l e r , a n d r c p u l a t l o n a 
c'/No f o r I f f S c o n t r o l f r o r s h o r e g t . a f f 
X 
LM 
C 11 o 
»} n\'» a 
- t C 
—• o 
c . ^ l - i <J - u 
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INSTRUCTIONS 
Men nay o w i t c h f r o a one a h l p p l n g c o o p a n y t o 
a n o t h e r f o r a v a r l r t y o f r c a a o n a w h i c h nay 
I n c l u d e g a i n i n g tioai i m p r o v m c n t o r r e d u c i n g 
sone o f t h e lc»» p l e a s a n t n i p c c t s o f s e a f s r i n s . 
M o u l d y o u p l e a s e l o o k down t h e l e f t - h a n d 
c o l u n n end p l a c e a r i n g a r o u n d t h e w o r d 
"Yes" I f y o u »>ould c o n s i d e r c h a n g i n g f r o r a 
y o u r p r e s e n t c o e p a n y f o r t h u t r e a i o i and 
t h a t r e a s o n o n l y - o r p l a c e a r i n g a r o u n d t h e 
w o r d "No" i f y o u w o u l d n o t c o n s i d e r c h a n g i n g 
r r o o y o u r p r e n c n i cojspany f o r t.'iat p a r t i c u l a r 
r e a s o n . 
A f t e r y o u ha v e r i n g e d t h e y e s ' s and no ' s i n t h e 
l e f t h a n d c o l u m n , p l e a a e l o o k a t t h e f e a t u r e a 
l i l t e d a l o n g t h e t o p o f the q u e s t i o n n a i r e . 
Now t a k e ONLY t h o s : r e a s o n s f o r c h i n g i n g w h e r e 
you have r i n g e d t h e "Yes" and p l a c e a t i c k u n d e r 
any f e a t u r e y o u w o u l d be w i l l i n g t o a c c e p t i n 
y o u r new company i n o r d e r t o g a i n t h a t p a r t i c u l a r 
i D p r o v e P t n t . 
K h c n c o B p l e t l n g t h i s Q u e s t i o n n a i r e , p l e o - e t r e a t 
e a c h r e a s o n f o r change as a s e p u r o t e i s s u e . 
- 1 82 -
The number of payments a man i s w i l l i n g to make i n o r d e r 
to g a i n a c e r t a i n improvement, may be t a k e n a s i n d i c a t i v e 
of the i m p o r t a n c e he a t i a c h e s to t h a t improvment. But, i n 
making a * payment' he shows t h a t he i s w i l l i n g to f o r e g o 
some or a l l of a c e r t a i n , p r e s e n t ' r e w a r d ' ; a n d, i f he i s 
w i l l i n g to make t h i s payment, i t c o u l d be a r g u e d t h a t he 
must be e x p e r i e n c i n g a s u r f e i t of t h a t p a r t i c u l a r r e w a r d . 
I n o t h e r w o r d s , i f a man i s p r e p a r e d to a c c e p t a S% to 10^ 
r e d u c t i o n i n h i s wages i t may be t h a t ( i ) wage l e v e l s do 
not mean much to him; or ( i i ) t h a t t l i e i m p r o v e m e n t s he 
wan t s a r e more i m p o r t a n t to him t h a n a r e wages; o r 
( i i i ) he i s c u r r e n t l y e n j o y i n g a wage l e v e l more than 
s u f f i c i e n t to meet I i i s n e eds i . e . a ' s u r f e i t ' o 
I n o r d e r to d e t e r m i n e w h i c h of ( j.) to ( i j . i ) i n t h e p r e v i o u s 
p a r a g r a p l i a p p l y to s p e c i f i c i n d i v i d u a l s , a s c o r i n g method 
was d e v i s e d upon t l i e f o l l o w i n g a r g u m e n t s : -
Argument 1: I f a c e r t a i n c h a r a c t e r i s t i c does n o t mean much 
to a man, he would n o t s w i t c h c o m p a n i e s to i n c r e a s e or r e d u c e 
t h a t p a r t i c u l a r c h a r a c t e r i s t i c . T h u s , i n column'! of t h e 
i n s t r u m e n t , o n l y t h o s e r e a s o n s marked " Y e s " a r e t a k e n t o 
i n d i c a t e c h a r a c t e i ' i s t i c s of t l i c p r e s e n t company a b o u t w l i i c h 
t h e r e s p o n d e n t f e l t some c o n c e r n . 
Ar;unnent 2 : I f a c e r t a i n c h a r a c t e r i s t i c does c o n c e r n a man, 
he may s t a t e t h a t he would s w i t c h c o m p a n i e s to i n n i ; e a s e 
t h a t c h a r a c t e r i s t i c ( i f i t i s d e s i r a b l e ) or to r e d u c e i t iiV 
i t i s u n d e s i r a b l e ) ; b u t , i f i t i s a d e s i r a b l e c h a r a c t e r i s t i c , 
he would n o t be p r e p a r e d to a c c e p t a r e d u c t i o n i n t t i a t 
c h a r a c t e r i s t i c - i n exchange f o r an improvement i n a s e c o n d 
c h a r a c t e r i s t i c - u n l e s s t h e l a t t e r c h a r a c t e r i s t i c were m.ore 
i m p o r t a n t t o him t h a n the f o r m e r . 
Argument 3: I f a c e r t a i n c h a r a c t e r i s t i c does n o t c o n c e r n a 
man, or i f he i s a l r e a d y e n j o y i n g a s u r f e i t of t h a t 
c h a r a c t e r i s t i c , then he i s n o t making any r e a l s a c r i f i c e 
or payment by s t a t i n g t h a t he would a c c e p t a r e d u c t i o n i n 
t h a t c h a r a c t e r i s t i c i n r e t u r n f o r some o t h e r d e s i r a b l e 
j.inprcvement o 
- 1 8 3 -
S c o r i n g 
Sum the number of " Y e s ' s " i n column 1 (Sum o f y e s ' s = n) 
Sum e a c h of ttie v e r t i c a l columns (Sum o f payments = y ) 
Fo r each v e r t i c a l column, s u b t i ' a c t 
t h a t column's y from n t o g e t /. f o r t h e column ( i . e . z- = n - y ) 
Weight each t i c k i n t h e h o r i z o n t a l rows w i t h t h e z s c o r e 
f o r i t s column• 
T I i u s , t h e sum of x's i n each = the w e i g h t e d s c o r e f o r t h a t 
hor i z o n ta J. • r ow r e a s o n f o r change t h u s 
i n d i c a t i n g t h e c u r r e n t 
c h a r a c t e r i s t i c s o f c o n c e r n 
to t h e r e s p o n d e n t . 
I n o r d e r t o s i m p l i f y t h e e x p l a n a t i o n , the r e s p o n s e s of 
E r i c P a lmer, C h i e f E n g i n e e r of the Gem t a n k e r " M i c a " have 
been i n s e r t e d i n Diagram 9 o 4 from w h i c h : -
Sum of y e s ' s : n r= 7 
Sum of v e r t i c a l columns 
(jiayments he. i s w i l l i n g to make) 
S J. i g h t J. y J. o w e r w a g e s 
R i s k of nev; company p j i c k i n g up 
S 1 i g i 111y s l o w e r p r o m o t i o n 
Longer p e r i o d s between l e a v e s 
L e s s t r a j . n i n g 
Worse l i v i n g c o n d j . t i o n s 
L e s s time oVV i n poi*t 
More ruJ.cs 
More c o n t r o l from s h o r e 
L e s s a s s i s t a n c e frum s h o r e 
Worse s t o r e s and s p a r e s 
L e s s c h a l l e n g i n g Job 
Worse behaved r a t i n g s 
L e s s happy s i i i p - s h o r e r e l a t i o n s 
Thus, i n o r d e r ol' p r i o r i t y , t h e c h a r a c t e r i s t i c s c o n c e r n i n g 
E r i c Palmer a r e : 
K S e c u r i t y ( 1 3 ) 
l o P e r i o d s of, s e p a r a t i o n from f a m i l y ( l 3 ) 
5 - Long ocean p a s s a g e s ( 7) 
4 = A s s i s t a n c e from s h o r e la b o u r . ( 5 ) , 
5 . B e t t e r l e a v e s ( 4 ) 
Go B e t t e r t r a i r i i n g ( 2 ) 
6 . B e t t e r s t o r e s and s p a r e s ( 2 ) 
He a p p e a r s to be s a t i s f i e d , or not c o n c e r n e d w i t h , or 
e x p e r i e n c i n g a s u r f e i t o f : - wages, time o f f i n p o r t , r u l e s , 
s l i o r e c o n t r o l , Job c l i a l l e n g e and s h i p - s h o r e r e l a t i o n s h i p s . 
Note: T h i s method does n o t h i n g more than r a n k o r d e r t h e 
c h a r a c t e r i s t i c s oi" c o n c e r n to p e o p l e ; no a b s o l u t e s c o r e s 
a r e o b t a i n e d by w l i i c l i one man may be compared v^^ith a n o t h e r . 
n -y 
y z 
4 ( S u r f e i t ) 3 
0 ( O f c o n c e r n ) 7 
0 ( ( j f concei'n ) 7 
1. (Of c o n c e r n ) 6 
6 ( S a t i s f i e d / n o c o n c e r n ) 1 
0 (O f c o n c e r n ) 7 
7 ( S u r f e i t or no c o n c e r n ) 0 
7 ( S a t i s f i e d / no c o n c e r n ) 0 
5 ( S a t i s f i e d / no c o n c e r n ) 2 
1 ( O f c o n c e r n ) G 
0 (Of c o n c e r n ) 7 
G ( S u r f e i t ) 1 
0 (Ofl c o n c e r n ) 7 
7 ( S a t i s f i e d / no c o n e e r n ) 0 
T a b l e 9 o 2; Rank o r d e r of company f e a t u r e s a s measured by s h o r t q u e s t i o n n a i r e 
( D e r i v e d from c o m b i n a t i o n oV i n d i v i d u a l rank o r d e r s ) 
GEM TANKERS 1 PO L YC H'EM TAN K E R S 
M I C A QUARTZ. r JOAN NAD lA 
1 0 C h a l l e n g e C h a 1 l e n g e 1 C h a l l e n g e C h a l l e n g e 
2 . Ra t i n g s S e c u r i t y i L i v i n g c o n d i t i o n s S c c u r i t y 
3 o i Leave Wa ges 1 Siiorc l e a v e S I i 0 r e l e a v e 4o 1 S e c u r i t y Promotion L e ti v e S1; 0 r e s 
5o 1 Promotion Leave T r a i n i n g L i v i n g c o n d i t i o n s 
6. Wages Shore c o n t r o l [ S h i p - s h o r e Wages 
7o i _LiA' i n ^ c^ona i t i o n s Tvc. i n i n g Wages Promotion 
8 . .^Shore c o n t r o l S t o r e s ~" j Shore l a b o u r T r a i n i n g 
9o S101* e s Shore l e a v e Ru l e s Leave 
10. Shore l a b o u r Shore l a b o u r Shore c o n t r o l Ra t i n g s 
11 • ••. Tr a i n i n g L i v i n g c o n d i t i o n s S t o r e s Shore c o n t r o l 
12o S h i p - s h o r e R a t i n g s Ra t i n g s S h i p - s h o r e 
1 5„ 1 R u l e s R u l e s Pr omotion R u l es 14« Shore l e a v e S h i p - s h o r e | S e c u r i ty Shore l a b o u r 
A b b r e v i a t i o n s used i n the above t a b l e : 
C h a l l e n g e = w a n t i n g a more c h a l l e n g i n g j o b ; e x e r c i s e of d i s c r e t i o n , f e e l i n g of r e s p o n s i b i l i t y o 
R a t i n g s =: w a n t i n g b e t t e r behaved r a t i n g s 
Leave = w a n t i n g more f r e q u e n t or l o n g e r home l e a v e 
L i v i n g c o n d i t i o n s = l i v i n g c o n d i t i o n s and a m e n i t i e s aboard s h i p 
Shore c o n t r o l = wa n t i n g l e s s c o n t r o l from shore s t a f f 
S t o r e s = the s u p p l y of s t o r e s and s p a r e p a r t s to the s h i p 
Shore l a b o u r = w a n t i n g more a s s i s t a n c e from shore l a b o u r 
S h i p - s h o r e - r e l a t i o n s h i p s between s h i p s ' o f f i c e r s and sh o r e s t a f f to be happyor l e s s r e s t r i c t i v e 
Shore l e a v e = sh o r e l e a v e w h i l e s h i p i s i n p o r t 
I n the above t a b l e ; THOSE ITEMS ABOVE THE DOTTED LINE ARE THOSE FEATURES BOTHERING PEOPLE IN 
THE SHIPS: FEATURES OF CONCERN WHICH MIGHT CAUSE THEM TO SWITCH COMPANIES. 
Those i t e m s blow the d o t t e d l i n e a r e f e a t u r e s w i t h which they a r e s a t i s f i e d 
or about which they a r e not c o n c e r n e d . 
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V a l u a b l e s i m i l a r i t i e s and d i f f e r e n c e s may be drawn from 
T a b l e 9 o 2 o The r a n k o r d e r s were borne out by o b s e r v a t i o n 
and p r o v i d e d the b a s i s f o r my d e s c r i p t i o n of t h e s h i p s 
i n t h e main body of the r e p o r t and i n A p p e n d i x C. 
F o r example, MICA o f f i c e r s p l a c e r a t i n g b e h a v i o u r vet^y 
h i g h on t h e i r l i s t of c o n c e r n s i n T a b l e 9,2 and, i n f a c t , 
tl^.ey were c o n c e r n e d about t h e b e h a v i o u r of r a t i n g s a b o a r d 
t h e i r s f i i p , QUyXRTZ o f f i c e r s , on t h e o t h e r liand a r e w e l l 
s a t i s f i e d w i t h t h e i r r a t i n g s - a s shown i n T a b l e 9 o 2 and 
a s found by o b s e r v a t i o n ^ The MICA r a t i n g s were unhappy and 
c a l l e d MICA and " O f f i c e r s ' s h i p " ( i ^ e . where t h e n e e d s o f 
o f f i c e r s a r e p l a c e d above t h o s e of t h e r a t i n g s ) w h i l e t h e 
QUARTZ r a t i n g s s t a t e d t h a t t h e y l i k e d the s h i p . Quote "The 
Old Man h e r e i s a bloody good t y p e ; what I l i k e a b o u t t h i s 
s h i p i s t h a t she i s n ' t an O f f i c e r s S h i p " ( 2 n d Stev/ard) 
The o f f i c e r s on both Gem s h i p s p l a c e s e c u r i t y f a i r l y h i g h 
i n t h e i r l i s t of c o n c e i ' n s ; but s e c u r i t y docs not a p p e a r to 
b o t h e r t h e p e o p l e i n .lOAN. 
The l o n g - e x p e r i e n c e d t a n k e r o f f i c e r s i n MICA and QUARTZ, a r e 
w e l l s a t i s f i e d w i t h s h o r e l e a v e ; i n c o n t r a s t to t h e l i n e r 
men wlio form the m a j o r i t y of Poiychem - t h e y p l a c e s h o r e 
l e a v e v e r y l i i g h on t h e i r l i s t of c o n c e r n s . 
O t h e r s i m i l a r i t i e s and d i f f e r e n c e s may be drawn from the 
T a b l e but t h e one s t r i k i n g a s p e c t i s t h a t t h e o f f i c e r s i n 
a l J . f o u r s t t i n s p u t , r i g h t a t the f o r e f r o n t o f t l i e i r c o n c e r n s , 
the d e s i r e f o r a more c h a l l e n g i n g jolv where t h e y c a n e x e r c i s e 
t h e i r d i s c r e t i o n and g a i n a f e e l i n g o f r e a l r e s p o n s i b i l i t y o 
T h i s same p l e a i s echoed i n t h e l o n g q u e s t i o n n a i r e A.ppendix B 
i3oth c ompanies a p p e a r to be t r y i n g to i n j e c t more c h a l l e n g i n g 
j o b s i n t o t l i e s h i p s but w i t h o u t t h e s u c c e s s t h a t h a s met 
t h e i r development of c o m p r e h e n s i v e r u l e s and, i n Gem, a h i g h 
d e g r e e of j o b s e c u r i t y . I s t h i s b e c a u s e S o c i e t y i s n o t 
t e r r i b l y b o t h e r e d about the j o b c h a l l e n g e e x p e r i e n c e d by 
i n d i v i d u a l s w h i l e the same S o c i e t y i ^ c o n c e r n e d a b o u t j o b 
s e c u r i t y and t h e p r e v e n t i o n of p o l l u t i o n by o i l o r c h e m i c a l s 
s p i l l i n g i n t o t h e s e a a f t e r an a c c i d e n t ? I f we a r e g o i n g to 
g e t more c h a l l e n g i n g j o b s a b o a r d s h i p , do we have to w a i t 
u n t i l S o c i e t y becomes coricei-ned a b o u t t h e d r a b l i v e s f a c e d 
by some peopJe a t t h e i r w o r l ; " p l a c e s ? I t h i n k s o . 
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CUAPTl-R 10 
CONCLUSIOi^S: J O I N T O P T j : M I Z A ' r I O N OF SYSTEMS AND CHANCI- METHODS 
As m e n t i o n e c i i n C h a p t e r 7 , t h e r e d o c s n o t a p p e a r t o be 
a t e c h n i c a l s y s t e m i n s h i o p i n g w h i c h m e e t s f u l l y t h e 
d e f i n i t i o n o f a b e h a v i o u r a l s y s t e m b u t , t o s i m p l i f y t h e 
f i r s t p a r t o f t h i s c h a p t e r , i t w i J . l be a s s u m e d t h a t a 
t e c h n i c a l s y s t e m d o e s e x i s t . 
Some o f t h e s t a t e m e n t s a b o u t t h e s y s t e m s s e t o u t b e l o w 
may a p p e a r t o be t o o o b v i o u s t o w a r r a n t b e i n g m e n t i o n e d , 
b u t t h e y a r e u s e d t o s e t t h e a r g u m e n t f o r the j o i n t 
o p t i m i z a t i o n o f a l l t h r e e s y s t e m s . 
O p t i m i z a t i o n o f t h e e c o n o m i c s y s t e m w i l l o c c u r w h e n t h e 
b o r r o w e d money i s u s e d t o p u r c h a s e t h e c o r r e c t t y p e s o f 
s h i p s f o r t h e t r a d e i n q u e s t i o n a t t h e c o r r e c t p r i c e , w h i c h 
s h i p s a r e r e q u i r e d t o e a r n t h e c o r r e c t l e v e l o f f r e i g h t so 
t h a t l o a n s may be r e p a i d a n d t h e s h i p s p r o p e r l y s u p p l i e d 
f o r t h e i r n e x t v o y a g e s . 
O p t i m i z a t i o n o f t h e t e c h n i c a l s y s t e m w i l l o c c u r w h e n t h e 
s h i p s a r c o f t h e c o r r e c t d e s i g n , s i z e a n d s p e e d f o r t h o 
r o u t e s and c a r g o e s i n q u e s t i o n ; c o r r e c t l y e q u i p p e d f o r t h e 
s a f e c a r r i a g e o f c a r g o ; a n d c o r r e c t l y i n t e g r a t e d w i t h 
s h o r e t e r m i n a l e q u i p m e n t f o r t h e s a f e d e l i v e r y o f c a r g o . 
B u t , as was m e n t i o n e d i i ^ C h a p t e r 7 , t h e t e c h n i c a l s y s t e m 
d o c s n o t e x i s t and t h e c l o s e s t one c a n g e t t o i t i s t o see 
i t as p a r t o f t h e e c o n o m i c - t e c h n i c a l s y s t e m . J o i n t o p t i m i -
z a t i o n o f t h e e c o n o m i c a n d t e c h n i c a l s y s t e m s may be a c h i e v e d 
by m a t c h i n g t h e a m o u n t o f money b o r r o w e d t o t h e a m o u n t 
r e q u i r e d f o r t h e p u r c h a s e and o p e r a t i o n o f s h i p s o p t i m a l l y 
d e s i g n e d a n d . o p e r a t e d f o r t h e t r a d e ( d i s t a n c e a n d c a r g o e s ) 
o n w h i c h t h e s h i p i s t o be u s e d . The l e v e l o f f r e i g h t 
r e c e i p t s i s , o f c o u r s e , a f u n c t i o n o f t h e s t a t e o f t h e o p e n , 
c o m p e t i t i v e m a r k e t b u t t h e l e v e l o f f r e i g h t r e c e i p t s i s a l s o 
p a r t i a l l y g o v e r n e d by t h e a m o u n t o f c a r g o c a r r i e d p e r y e a r 
a n d t h e c o n d i t i o n i n w h i c h i t i s d e l i v e r e d o The a m o u n t o f 
c a r g o c a r r i e d p e r y e a r i s p a r t l y a f u n c t i o n o f r o u t e l e n g t h 
b u t i t i s a l s o p a r t i a l l y d e t e r m i n e d by t h e l e n g t h o f s t a y i n 
p o r t a n d e n g i n e b r e a k d o w n s i . e . f o r g i v e n r o u t e l e n g t h , t h e 
l e s s t h e t i m e s p e n t i n p o r t and t h e l e s s t h e f r e q u e n c y o f 
e n g i n e b r e a k d o w n s , t h e more t h e a n n u a l c a r r y i n g c a p a c i t y o f 
a s h i p . T h u s , t h e e c o n o m i c and t e c h n i c a l s y s t e m s r e q u i r e t h e 
s h i p ' s o f f i c e r t o be a m o v c m e n t - m a x i m i z c r . 
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Even i f one a p p r o a c h e s the d e f i n i t i o n f r o m a d i f f e r e n t 
s t a r t i n g p o i n t , one comes up w i t h t l i e same d e s c r i p t i o n . 
A p a r t f r o m some s m a l l i n c r e a s e s t h r o u g h b u r n i n g m o r e f u e l , 
t h e d a i l y c o s t t o an o w n e r r e m a i n s t h e same no m a t t e r 
w h e t h e r she be i n p o r t o r u n d e r way a t sea^ S h i p s a r e 
d e s i g n e d a n d e q u i p p e d t o move t h e m s e l v e s a t sea o r t h e i r 
c a r g o i n p o r t ; movemen t o f c a r g o i s a l l t h a t t h e c u s t o m e r 
p a y s f o r . So l o n g as a s h i p i s m o v i n g a t sea ( l o a d e d ) she i s 
e a r n i n g money b u t so l o n g as she l i e s i n p o r t s h e i s 
c o n s u m i n g f i n a n c i a l e n e r g y w i t h o u t e a r n i n g a n y r e v e n u e s 
w h a t s o e v e r . Thus t h e s h i p o w n e r , h a v i n g p a i d o r h a v i n g 
c o m m i t t e d h i m s e l f t o pay d a i l y r u n n i n g c o s t s w a n t s t h e 
maximum a m o u n t o f m o v e m e n t o u t o f t h e s h i p o I f we c o n s i d e r 
t l i e a n n u a l c o s t s o f a s h i p we c a n see t h a t , t h e m o r e m i l e s 
she s t e a m s p e r y e a r i n a l o a d e d c o n d i t i o n , t l i e l e s s t h e 
c o s t p e r m i l e t o t h e s h i p o w n e r . T h e r e f o r e > we c a n e x t e n d 
t h e d e f i n i t i o n o f a s h i p ^ s o f f i c e r a n d d e s c r i b e h i m as a_ 
c o s t m i n i m i 0J2 * T h i s i s a more s u i t a b l e d e f i n i t i o n f o r i t 
e m b r a c e s a l l o f f i c e r s i n s t e a d o f b e i n g r e s t r i c t e d t o t h o s e 
d i r e c t l y c o n c e r n e d w i t h t h e m o v e m e n t o f t h e s h i p a n d c a r g o . 
( I h a v e i n m i n d t l i e C a t e r i n g O f f i c e r w h o s e e x p e n d i t u r e on 
f o o d i s n o t o b v i o u s l y r e l a t e d t o m a x i m i s i n g m o v e m e n t o f t h e 
s h i . p ) o 
The e c o n o m i c , t e c l m i c a l a n d s o c i a l s y s t e m s a r e i l l u s t r a t e d 
i n D i a g r a m 1 0 . 1 The d i a g r a ^ r i s i n t e n d e d as a s u m m a r y o f 
C h a p t e r s 6 , 7 & 8 on t h e s e p a r a t e s y s t e m s . 
The s o c i a l s y s t e m was t l i c one w h i c l i l a y a t t h e f o c u s o f t h i s 
r e s e a r c h p r o g r a m m e . O p t i m i z a t i o n o f t h i s s y s t e m i s a c l i i e v e d 
when s o c i e t y g r a n t s a u t h o r i z a t i o n f o r p e o p l e t o j o i n t h e 
c o m p a n y a n d p u s h e s f o r w a r d r e c r u i t s o f t h e c o r r e c t c a l i b r e 
a n d a t t i t u d e s . P r o v i d e d t h e l i f e a n d w o r k a b o a r d s h i p i s 
e x p e r i e n c e d p o s i t i v e l y by b o t h t h e i n d i v i d u a l a n d h i s f r i e n d s / 
r e l a t i v e s a s h o r e , he e m e r g e s f r o m t h e s y s t e m c a r r y i n g w i t h 
h i m i n t o s o c i e t y e v i d e n c e t h a t t h e c o m p a n y i s g o o d t o w o r k f o r 
T h u s t h e k e y t o o p t i m i z a t i o n o f t h e s o c i a l s y s t e m l i e s i n 
m a t c h i n g s h i p b o a r d e x p e r i e n c e s w i t h s o c i e t a l v a l u e s a n d n o r m s . 
B u t t h e s o c i a l s y s t e m d o e s n o t e x i s t i n i s o l a t i o n f r o m t h e 
o t h e r t w o s y s t e m s - f e a t u r e s and a t t r i b u t e s o f t h e e c o n o m i c 
a n d t e c h n i c a l s y s t e m s i m i j i n g e on t l i e i n d i v i d u a l - a n d we h a v e 
t o c o n s i d e r t h e j o i n t o p t i m i z a t i o n o f t h e e c o n o m i c - s o C i o -
t e c h n i c a l s y s t e m o f t h e s h i p p i n g c o m p a n y . 
SYSTEM 
E c o n o m i c 
T e c h n i c a l 
IMPORTS 
B o r r o w e d 
money 
I c e o g r a p h i c a l 
s e p a r a t i o n 
o f p o r t s o f 
l i o a d i n g and 
d i s c h a r g e 
CONVERSION 
PROCESS 
P u r c h a s e & 
l o p e r a t i o n o f 
s h i p s t o c a r r y 
. c a r g o I 
C a r r i a g e o f 
c a r g o 
EXPORTS 
F r e i g h t 
r c c e i n t s 
S a f e d e l i v e r y 
o f c a r g o 
TRANSACTIONS I N 
EXTERNAL 
ENVIRONMENT 
F r e i g h t e a r n i n g s 
c o n v e r t e d i n t o 
l o a n r e p a y m e n t s 
and f u r t h e r 
s u p p l i e s o f 
e n e r g y l o r 
s o c i a l & 
t e c h n i c a l s y s t e m s J 
S a f e d e l i v e r y 
c o n v e r t e d i n t o 
f r e i g h t 
p a y m e n t s 
^ S t a r t o f ^ 
*^nex t c y c l e 
S o c i a l S o c i e t a l 
a u t h o r i z a t i o n 
& p o s i t i v e 
a t t i t u d e s i n 
a p p l l e a n t s 
Soc i a l i z a t i o n 
t h r o u g h w o r k 
and l i f e on 
b o a r d 
R e p u t a t i o n 
as g o o d 
e m p l o y e r s 
Good r e p u t a t i o n 
c o n v e r t e d i n t o 
f u r t h e r a u t h o r i 
z a t i o n and 
p o s i t i v e 
a t t i t u d e s i n 
f u r t h e r 
a p p l i c a n t s 
S t a r t o f 
n e x t c y c l e 
D i a g r a m 1 0 . t The e c o n o m i c t t e c h n i c a l and s o c i a l s y s t e m s i n s h i p p i n g 
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The e c o n o m i c - t e c h n i c a l s y s t e m r e q u i r e s t h e man t o be a 
c o s t - m i n i i n i z c r b u t iV Gem T a n k e r s w e r e t o p l a c e a d v e r t i s e -
m e n t s r e a d i n g " J o i n Gem T a n k e r s a n d l i e l p u s r e d u c e c o s t s " 
1 do n o t t h i n k t h e y w o u l d be o v e r w h e l m e d by a p p l i c a n t s ! 
T h i s i s t h e h e a r t o f t h e p r o b l e m f a c i n g p e r s o n n e l m a n a g e r s 
o f s h i p p i n g c o m p a n i e s : They h a v e t o a t t r a c t y o u n g p e o p l e 
by a d v e r t i s i n g t h e t r a v e J o p p o r t u n i t i e s , r e s p o n s i b i l i t i e s 
and g l a m o u r o f t h e s e a - g o i n g j o b - o r by a d v e r t i s i n g h i g h 
w a g e s , r a i ) i d p r o m o t i o n and I r e q u e n t home l e a v e s - a n d t h e n 
s u b t l y and i m p e r c e p t i b l y c h a n g e t h e v a l u e s a n d e x p e c t a t i o n s 
h e l d by t l i e s e r e c r u i t s away f r o m t r a v e l a n d a d v e n t u r e a n d 
t o w a r d s v a l u i n g t h e a c t i v i t y o f c o s t - m i n i m i z a t i o n o r 
m o v e m e n t - m a x i m i z a t i o n . I n o t h e r w o r d s , t h e r e c r u i t has t o 
be c o n v e r t e d f r o m an a d v e n t u r e - s e e k i n g boy i n t o a c o s t -
m i n i m . i z j n g man . 
Th j . s w a s , i n f a c t , t h e v e r y f o c u s o f t h e r e s e a r c h p r o g r a m m e * 
I knew t h a t t e c h n i c a l and e c o n o m i c f o r c e s i n t h e s h i p p i n g 
i n d u s t r y w e r e f o r c i n g m o \ ' e m e n t - m a x i n i i z a t i o n on t h e s h i p s 
and u p o n t h e p e o p l e who manned t h e m . T i i i s n p i i e a r e d t o me 
t o be t h e s h o r t - t e r m g o a l o f s h i p p i n g c o m p a n i e s w h i l e t h e 
l o n g - t e r m g o a l o f t ! i e p e r s o n n e l m a n a g e r s i s s u r e l y t h e 
r e c r u i t m e n t a n d r e t e n t i o n o f s u f f i c i e n t p e o p l e t o man t h e 
s l i i p s . T h e r e a p p e a r e d , t o me , t o be c o n f l i c t b e t w e e n t h e 
s h o r t - t e r m a n d l o n g - t e r m , goa l s a n d t h e l o n g s u r v e y q u e s t j . o n n a i r e 
was d e s i g n e d t o m e a s u r e t h e e x t e n t ( o r e x i s t e n c e ) o f t h i s 
c o n f l i c t , how i t was b e i n g e x p e r i e n c e d , a n d how i t was b e i n g 
r e s o l v e d by c o m p a n i e s and hy i n d i v i d u a l s . 
I n s u m m a r y : The j o i n t o p t i m i z a t i o n o f a l l t h r e e s y s t e m s i n 
s h i p p i n g may be a c h i e v e d by c r e a t i n g e c o n o m i c , t e c h n i c a l a n d 
s o c i a l c o n d i t i o n s u n d e r w h i c h t h e com.pany Ciu\ e x p o r t a 
r e p u t a t i o n f o r s o u n d c o m m e r c i a l m a n a g e m e n t t o i . t s b a n k e r s , 
a r e p u t a t i o n f o r e x p e d i t i o u s a n d s a f e c a r r i a g e o f c a r g o t o 
i t s s h i p p e r - c u s t o m e r s , and a r e p u t a t i o n as a g o o d e m p l o y e r 
t o s o c i e t y . 
T h i s i s e a s i e r s a i d t h a n done a n d g u i d e l i n e s may be o b t a i n e d 
by e x a m i n g t h e s p e c i f i c c a s e s o f t h e s h i p s M I C A , QUARTZ, JOAN 
and N A D I A . 
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T i i e c o n d i t i o n s i n and s u r r o u n d i n g ; MICA a p p e a r t o be t h e 
c l o s e s t o f a l l f o u r s h j . p s t o t h e o p t i m u m ^ B e i n g o l d a n d 
a l r e a d y p a i d f o r , she b o r e no h i g h c a p i t a l c h a r g e s ( i o C o 
c c i p i t a l r e p a y m e n t s p l u s i n t e r e s f t t o b a n k e r s ) o She was 
t e c h n i c a l l y s o u n d as a r e s u l t o f y e a r s o f a d e q u a t e 
m a i n t e n a n c e e x e c u t e d by Gem p e o p l e who f u l l y u n d e r s t o o d 
t h e s h i p a n d h e r e q u i p m e n t . H e r e n g i n e s w e r e s o u n d e n o u g h 
t u a l l o w t h e M a s t e r t o a r r i v e o f f p o r t s w h e n e s t i m a t e d 
v ; i t h t h e r e s u l t t h a t p i l o t s a n d t e r m i n a l f a c i l i t i e s c o u l d 
be p r e p a r e d i n a d v a n c e o f h e r a r r j . v a l » Mer b o i l e r s a n d 
pumps w e r e s o u n d e n o u g h t o g i v e t h e c l i i e f m a t e t h e t e c h n i c a J , 
C c ' . p a c i t y t o pump c a r g o as f a s t as t h e s h o r e c o u l d r e c e i v e 
i t , i 3 u t , m o s t i m p o r t a n t o f a l l , h e r s o c i a l s y s t e m was n e a r l y 
a t o p t i m u m i e v e l ; The c o i i d i t i o n s w e r e r i g h t f o r t h e s e n i o r 
o f f i c e i s t o g a i n p e r s o n a l s a t i s f a c t i o n o u t o f b e i n g movement -* 
m a x i m i z e r s . 
T h e s e o f f i c e r s w e r e t e c l m i c a U y p r o v i d e d t o m a x i i i i i s c m o v e m e n t ; 
t h e y w e r e s u P f i c i c n t l y f a m i l i a r w i t h t h e r u l e s t o u n d e r s t a n d 
when t h e y c o u l d ' b e n d ' t h e m s a f e l y ; t h e y w e r e su r I* ic i e n t l y 
f r i e n d l y w i t h t e r m i n a l o p e r a t o r s t o h a v e t h e s e o p e r a t o r s a s 
c o l l a b o r a t o r s i n m a x i m i s i n g m o v e m e n t ; a n d t h e y w e r e 
i n d i v i d u a l l y m o t i v a t e d t o a i m t o w a r d s s u p e r b l e v e l s o f 
p e r f o r m a n c e f o r t t j e y p e r c e i v e d s u p e r b p e r f o r m a n c e as one s u r e 
m e t h o d o f s t a y i n g as a c J o s e - k n i t t e a m a b o a r d a s h i p w h i c h 
was a l w a y s r e l a t i v e l y c l o s e t o h o m e , t ^ l u s a v o i d i n g b e i n g 
a p p o i n t e d t o t h e d r e a d e d V e r y L a r g e C r u d e C a r r i e r s . 
H o w e v e r , t l i e t i g h t n e s s o f t h e s e n i o r o l ' f j . c e r t r i a d and t h e 
u r g e n c y w i t h v / h i c h t h e y d e a l t p e r s o n a J . l y w i t l i m o s t t e c h n i c a l 
m a t t e r s r e s u l t e d j n t h e j u n i o r o f f i c e r s f e e l i n g s o m e w h a t 
s q u e e z e d o u t o f t l i e s o c i a l s y s t e m , and t h e r a t i n g s f e e l i n g 
t h a t t h e y w e r e o f l i t t l e i m p o r t a n c e . 
I n QUARTZ., t h e e c o n o m i c s y s t e m was s i m i l a r t o t h a t o f MICA -
she was o l d and a l r e a d y p a i d f o r - b u t t l i e t e c ! i n i c a J , s y s t e m 
was m a r k e d l y d i f f e r e n t : She was t e c h n i c a l l y f r a g i l e . She 
seemed t o go f r o m one t e c h n i c a l c r i s i s t o a n o t h e r a n d h e r 
p u m p i n g c a p a c i t y was n o t as h i g h a s t e r m i n a J . o p e r a t o r ; ^ 
r e q u i r e d . F u r t h e r m o r e , t h e o f f i c e r s t i a d one o r t w o a r g u m e n t s 
w i t h t e r m i n a l o p e r a t o r s i n some o f t l i e i r r e g u l a r p o r t s o f c a l l 
w i t h t h e r e s u l t t h a t n e i t l i e r o f f i c e r s n o r o p e r a t o r s w o u l d p e r m i t 
t h e s l i g h t e s t ' b e n d i n g ' o f t h e r u l e s . 
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The s e n i o r o f f i c e r s w e r e n o t i n d i v i d u a l l y m o t i v a t e d t o 
a c h i e v e s u p e r b l e v e l s o f p e r f o r m a n c e f o r t h e y p e r c e i v e d 
no a d d i t i o n a l r e w a r d s o r s a t i s f a c t i o n o u t o f d o i r . g t h e i r 
u t m o s t : QUARTZ, was s i m p l y a s h i p t o w h i c h t h e y I i a d been 
i n d i v i d u a l l y a p p o i n t e d l o r A^-i m o n t h s a f t e r w h i c h t i m e t h e y 
w o u l d go on l e a v e b e f o r e b e i n g a p p o i n t e d t o a n o t h e r s h i p . 
On t h e o t h e i ' h a n d , no r e a l l y t i g h t t r i a d o r d y a d e x i s t e d 
air.ong t l i e s e n i o r s s o t h a t n e i t l i e r j v m i o r o f f i c e r s n o r r a t i n g s 
f < ; : l t s q u e e z e d o u t o f t h e s y s t e m . W h i l e MICA e x p o r t e d a 
r e p u t a t i o n f o i * t e c h n i c a l e f f i c i e n c y t o t h e Gem T a n k e r 
e n v i r o n m e n t , QUARTZ, p r o b a b l y e x p o r t e d t o t h e e x t e r n a l 
e n v i r o n m e n t o f S o c i e t y a s h o r e a r e p u t a t i o n f o r b e i n g a 
happ3 ' s h i p . 
I n b o t h Gi£M s h i p s , a p a t t e r n o f se 1 f - e v o l v i n g c h a n g e was 
c i e a r l j ' v i s i b l e and i t m a n i f e s t e d i t s e l f m o s t c l e a r l y i n 
t h e c o m p J e t e s e p a r a t i o n o f w o r k a n t l l i f e a r e a s - i n n e i t h e r 
s h i p d i d r a n k s , t i t l e s and u n i f o r m s p e n e t r a t e f r o m t h e w o r k 
i n t o t h e l i f e a r e a s a n d , i n g c n c r a J . , a i l t h e p e o p i . e c o n c e r n e d 
f e l t h a p p i e r f o r t h i s s p l i t t i n g o f t h e w o r k a n d l i f e a r e a s ; 
t h e y had i n d i v i d u a l i d e n t i t i e s w l i en o f f d u t y o 
I n b o t h Gl-M s h i p s , t l i c o f f i c e r s a t t a c t i e d g r e a t i m p o r t a n c e t o 
j o b s e c u r i t y ^ T h e r e was a h i g h d e g r e e o f h a r m o n y b e t w e e n 
t h e f i r s t a t t r a c t i o n s t h e y f e l t t o w a r d s Gem ( l a r g e , o l d a n d 
f i n a n c i a l l y s t r o n g ) and t h e c o n t i r . u e d p e r c e i v e d a t t r a c t i o n s 
o f a h i g l i d e g r e e o f j o b s e c u r i t y . B u t t h e r e was c o n f l i c t 
e x p e r i e n c e d b e t w e e n t h e i n d i v i d u a l p e r c e p t i o n s o f t h e 
c o m p a n y ' s f i n a n c i a l s t r e n g t h and m e s s a g e s f r o m h e a d - o f f i c e 
u r g i n g sea s t a f f t o w a r d s g r e a t e r e c o n o m i e s . I f Gem i s t o 
c o n t i n u e r e c r u i . t i n g a n d r e t a i n i n g p e o p l e by i t s rEATURE o f 
s i z e and f i n a n c i a l s t r e n g t h , i t c a n n o t u s e e n d a n g e r e d 
f i n r . n c i a l s t r e n g t h a s a c o n t r o l m e t h o d f o r t h e r e m u s t be 
h a r m o n y b e t w e e n t h e a t t r a c t i o n s f o r r e c r u i t s , t h e a t t r a c t i o n s 
f o r p e o p J c t o r e m a i n j t h e e x p o r t s b a c k i n t o t h e e x t e r n a l s o c i a l 
e n v i r o n m e n t AND t t i c c o n t r o J . m e t h o d s u s e d . I n Gem, t h e m o s t 
e f f e c t i v e way f o r m a n a g e m e n t t o r e d u c e o v e r a l l c o s t s i s by 
c r e a t i n g , i n t h e i r s h i p s , c o n d i t i o n s w h e r e b y p e o p l e may g a i n 
s a t i s f a c t i o n o u t o f b e c o i i i i r . g m o v e m e n t - m . a x i m i s e r s - a s h a s 
b e e n c r e a t e d i n M I C A . 
One f i n a l p o i n t a b o u t t h e c o n d i t i o n s i n Gem i s t l i a t t h e s h o r e 
m a n a g e r s c o n c e i ' n e d w i t h d a y - t o - d a y o p e r a t i o n s a r c i n d i v i d u a l l y 
i d e n t i f i e d a n d a r e s e e n as t h e f r i e n d l y ' d e f e n d e r s * o f sea s t a f f 
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The e c o n o m i c s i t u a t i o n o f t h e PObYCHEM s h i p s d i f f e r s f r o m 
t l i o t o f the Gem s h i p s f o r , a l t h o u g l i one was o l d , b o t h s h i p s 
v i s i t e d h a d r e c e n t l y been p u r c h a s e d by P o l y c h e m w i t h t h e 
r e s u l t t l i a t k C a c h c a r r i e d a r e l a t i v e l y h i g h a n n u a l o v e r h e a d 
t o c o v e r c a p i t a l r e p a y m e n t s a n d i n t e r e s t c h a r g e s . I n t u r n , 
t h . c sc c a p i t a l c l i a r g e s r e d u c e d t h e a m o u n t o f money a v a i l a b l e 
f o r t h e l u x u r i e s o f i m p r o v i n g a c c o m m o d a t i o n a n d s h i p b o a r d 
a i T i c n i t i e s . 
One o f t h e P o i y c h e m s h i p s was c o m p a r a t i v e l y y o u n g a n d 
t e c h n j . c a l J . y s o u n d w h i J e t h e o t h e r was o l d a n d f r a g i l e ; b u t 
t h e t e c h n i c a l p e r f o r m a n c e o f b o t h s u f f e r e d f r o m an a b s e n c e 
o f c l e a r h i s t o r i c a l k n o w l e d g e a b o u t t l i c s c s l i i p s w i t h i n t h e 
companyo NAUIA was o l d a n d f r a g i l e a n d a J J. member s p e r c e i v e d 
h e r as a t e m p o r a r y u n i t o f t h e f l e e t a n d r e p a i r wor*k was 
e x p e r i e n c e d as t e m p o r a r y ^ p a t c h . - u p j o b s * o The f e a t u r e o f t h e 
r e p a i r w o r k was t h a t i t was p e r f e c t l y a d e q u a t e f o r s e a w c r t h i n e s : 
a n d ca r g o w c r t h j n e s s p u r p o s e s b u t i t was a t t r i . bu t ed w i t h b e i n g 
t e i n p o r a r y a n d t h i s , c o n s e q u e n t l y , r e d u c e d e x p e r i e n c e d j o b 
so t i . s f ac t i o n o 
T l i e m.ost v i s i b l e d i f f e r e n c e s b e t w e e n t l i e Gem a n d P o l y c h e m 
s h i p s w e r e d e t e c t e d i n t l i c s o c i a l s y s t e m . N o - o n e c l e a r l y 
u n d e r s t o o d how t h e r u l e s w o u l d be i n t e r p r e t e d . E a c h man 
b r o u g h w i t h l i i m , i n t o P o i y c h e m , h i s owt^ i c ' c a s o f t h e i ^ u l e s 
and how s l i i p b o a r d t a s k s s h o u l d be o r g a n i z e d a n d p e r f o r m e d . 
T h e r e was a c o m p l e t e a b s e n c e o f a P o l y c h e m c u l t u r e t o w h i c h 
n e w c o m e r s c o u l d a d i i e r e . I n a d d i t i o n , t h e p e o p l e i n t e r v i e w e d 
wcJ'C , i n g e n e r a l , p e o p l e w i t h i i i g h WEPS s c o r e s ^ l i g h l y r e s i s t a n t 
t o c h a n g e a n d w a n t i n g t o s u b o r d i n a t e t h e m s e l v e s . S u c h p e o p l e 
u n d e r s t a n d a b l y e x p e i ' i e n c e a I \ i . g h d e g r e e o f c o n f u s i o n a n d 
c o n f l i c t wb.en i m m e r s e d i .n a s i t u a t i o n w i i i c h m a n a g e m e n t i s 
t r y i n g t o make d i f f e r e n t f r o m o t n e r c o m p a n i e s w i t h c o n d i t i o n s 
s u i t a b l e f o r s e l f - a s s e r t i o n i n s t e a d o f s e l f - s u b o r d i n a t i o n . 
T h e r e was a h i g h d e g r e e o f l i a r m o n y b e t w e e n t h e a t t r a c t i o n s 
u s e d by P o l y c h e m t o r e c r u i t p e o p l e a n d t h e c o n t r o l m e t h o d s 
a d o p t e d by s h o r e m a n a g e m e n t ( i o C , we i n P o l y c h e m a r e d i f f e r e n t ) 
b u t t h e v e r y m e t h o d s c h o s e n c o n f l i c t e d w i t h t h e t y p e o f p e o p l e 
who s w i t c h f r o m one company t o a n o t h e r - t h e y s i m p l y d i d n o t 
w a n t t o be d i f f e r e n t ^ I t i s d i f f i c u l t t o p r e d i c t w l i a t s o r t 
o f r e p u t a t i o n P c l y c h e m w i l l e x p o r t b a c k t o t h e s o c i a l 
e n v i r o n m e n t when t h e s e p e o p l e l e a v e . The s i g n s a r e t h a t , u n t i l 
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P c l y c h c i . i has s e t t l e d do\.'n a n d h a s d e v e l o p e d i t s own c u l t u r e 
w i t h c o m m o n l y a c c e p t e d i n t e r p r e t a t i o n s o f t h e r u l e s , i t s 
e x p o r t e d r e p u t a t i o n may be n e g a t i v c c 
B o t h c o m p a n i e s a r e c h a n g i n g - i n Gem t h e c l i a n g e i s e v o l v i n g 
n a t u r a l l y w h i l e i n P o J y c h e m i t i s b e i n g p l a n n e d o W i t h i n t h e i r 
u n i q u e c i r c u m s t a n c e s , b o t h c o m i j a n i e s a r e | > u r s u i n g t h e c o r r e c t 
a n d o n l y c o u r s e s o p e n t.o t h e m , A n < l , i f I h a v e c o r r e c t l y 
i n t e r i ^ r e t e d a l l I h ave o b s e r v e d , I m u s t s u g g e s t t h a t t h e 
m o s t e f f e c t i v e c l i a n g e p r o g r a m m e a d o p t e d by a s h i p p i n g 
company MUST be d e t e r m i n e d by j . t s c o r p o r a t e h i s t o r y and by 
t h e h i s t o r y o f i t s i n d i v i d u a l m e m b e r s . T u r t h e r m o r e , t h e 
n a t u r e o f t h e c h a n g e p r o g r a m m e m u s t be i n h a r m o n y ' w i t h t h e 
a t t r a c t i o n s u s e d by t h a t c o m p a n y t o I ' c c r u i t a n d r e t a i n p e o p l e , 
and i t m u s t l i a v e , as j . t s o b j e c t i v e , t h e e x p o r t o f e n h a n c e d 
r e p u t a t i o n s t o i t s b o n k e r s , s h i p p e r s a n d r.o i t s e x t e r n a l 
s o c i a l e n v i r o n m e n t . 
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APPENDIX : A : GLOSSARY Oi- S h I P P I N G TERMS USED I N T H I S REPORT 
B a l l a s t 
B a r g e c a r r i e r s 
B l o c k s o f carj . ' .o 
Bosun 
B r i . t i s !^  S h i p p i n g 
Bu J . k - c a r r i e r 
B a l l a s t t r i p , b a l l a s t v o y a g e - v o y a g e s when 
s h i p h a s no c a r g o on l ^ o a r d ; o f t e n w a t e r i s 
pumped i n t o . , t h e s h i p ' s t a n k s t o make h e r 
managea b l e . 
L . A « S , i l ; S e a B e e ' s e t c . S h i p s w h i c h c a r r y 
b a r g e s p r e l o a d e d w i t h c a r g o ; e a c h b a r g e n o l d s 
a b o u t 2 5 0 t o n s o f c a r g o 
G r o u p s o f ! ) o x e s , b a l e s o i ' b a g s o f g e n e r a l 
c a r g o owned by o n e s h i p p e r o r d e s t i n e d t o 
one 
The 
as t l i e m o s t s e n i o r o f a l l t h e r a t i n g s , 
f e d e r a t i o n ; B . S . F . The A s s o c i a t i o n o f a l l 
B r i t i s h s h i p o w n e r s ; p r o v i d e s j o i n t v o i c e o f 
O'.vners i n i n d u s t r i a l n e g o t i a t i o n s ; r e c r u i t s , 
t r a i n s r a t i n g s , p r o v i d e s m e d i c a l i n s p e c t i o n 
s e r v i c e s i\\ UK p o r t s , 
A s i n g l e - d e c k e d s i i i p w i t h 
b r i d t ' e t o w a r d s s t e r - n ; c a r 
p o r t ^ l e s s t h a n s h i p - o r h o l d - l o a d , 
s e n i o r d e c k p e t t y o f f i c e r ; o f t e n s e e n 
u s u a l l y r a w ii!:-! t e r i a 1 s , i r 
' . o n g i n e r o o m a n d 
i c s d r y c o m m o d i t i e s , 
b u l k 
C a d e t 
" C a l l us u p " 
C a r c a r r i e r s 
C a r g o l i n e r s 
C a r g o w o r t h J i i e s s 
T r a i n e e n a v i g a t i n g o r e n g i n e e r o f f i c e r ; a g e d 
b e t v . e e n 17 a n d 2 2 ; c a d e t s e r v a c e v a r i e s b e t w e e n 
3 and 4 y e a r s . 
Common p ^ i r a s e t o d e s c r i b e one s h i p p a s s i n g 
message by m o r s e l a m p o r by r a d i o t o a n o t h e r 
when w i t l i i n v i s u a l d i s t a n c e . 
V e h i c l e c a r r i e r s ; s p e c i a l i z e d buJ k « c a r r i c r 
w h i c h c a r r i e s c a r s , l o r r i e s e t c a s c a r g o . 
A n y d r y c a r g o s h i p on a r e g u l a r , s c h e d u l e d 
s e r v i c e b e t w e e n a l i m i t e d n u m b e r o f p o r t s a t 
e i t h c r end o f a»i o c e a n i c c r o s s . i . n g , 
A l e g a l p h r a s e u s e d by some m a r i t i m e l a w y e r s 
t o d e s c r i b e v e s s e l ' s a b i l i t y t o c a r r y t h e c a r g o 
i n q u e s t i o n w i t h i n t h e t e r m s o f c o n t r a c t a n d 
s t a t u t e s . 
C e r t i f i c a t e o f C o m p e t e n c y . S o m e t i m e s r e f e r r e d t o 
I s s u e d u n d e r s t a t u t e t o p e r s o n 
va r j . ou s 
s a " T i c k e t " , 
q u a l i f l e d f o r 
o f f i c e r r a n k s a b o a r d s h i p . 
C h a r t e r , c h a r t e r r a t e s , c h a r t e r p a r t y : The c h a r t e r p a r t y i s a 
c o n t r a c t o f h i r e u n d e r v ^ h i c h one f i r m h a s 
f u l l u s e o f . a s h i p owned by a n o t f i e r c o m p a n y , 
Tlie c l K t r t e r r a t e i s t h e money p a i d p e r u n i t -
t h i s r a t e may be b a s e d u p o n t o n s o f c a r g o 
c a r r i e d ( v o y a g e c h a r t e r ) o r p e r d e a d w e i g h t t o n 
p e r m o n t h ( t i m e c h a r t e r ) 
C h a r t e r e d s h i p s The s h i p s h i r e d o u t ( f r o m t h e o w n e r ) o r h i r e d 
i n l iy t h e t e m p o r a r y u s e r . A p p l i e s m a i n l y t o 
t h e t r a m p a n d t a n k e r t i a d e s . 
C h e m i c a l c a r r i e r s T e c h n i c a l l y s i m i l a r t o t a n k e r s i n o u t w a r d 
a p p e r a n c e b u t i n w a r d l y f i t t e d w i t h many more 
s p e c i a l i s e d p u m p s , p i p e l i n e s a n d t a n k c o a t i n g s 
t h a n t h e n o r m a l t a n l ; e r . Used t o c a r r y w i d e , 
r a n g e o f c h e m i c a l s a n d / o r e d i b l e o i . l s i n b u l k . 
- 1 9 5 -
A p p e n d i x A ( c o n t i n u e d ) 
C l i i e f M a t e C h i e f O f f i c e r ; t h e M a t e ; t h e m o s t s e n i o r 
d e c k o f f i c e r i m m e d i a t e l y I j e l o w t h e M a s t e r . 
A s s i s t s w i t l i i^av i g a i i i o i i a t sea b u t p r i m a r y 
r e s p o n s i b i l i t y i s f o r t l i e c a r g o ; i n c o n v c n -
t j . o n a l . l y manned s h i p s , a l s o r e s p o n s i b l e f o r 
a J l d e c k a n d h u i . l m a i n t e n a n c e a n d a p p e a r a n c e s . 
C h i p p i n g R e m o v a l o f r u s t f r o m s t e e l p l a t e s e i t h e r by 
use o f h a n d l iainmer o r by p n e u m a t i c d e v i c e s . 
C o m b i n a t i o n s h i p s O U O ' s ; O / O ' s , e t c H u l k s h i p s d e s i g n e d t o 
c a r r y o i l , o r e o r b u l k r a w m a t e r i a l s . 
C o n t a i n e r s h i p s M o d e r n c a r g o l i n e r s i n w h i c h a J . l c a r g o i s 
p r e l o a d e d i n t o l a r g e s t e e l c o n t a i n e r s - e a c h 
h o l d i n g 20 t o 4 0 t o n s o f d r y m a n u f a c t u r e d 
g o o cJ s o 
C o n s i g n e e The r e c e i v e r o f t h e c a r g o a t i t s d e s t i n a t i o n ; 
•t'l-ie i i n p o r t e r . 
CcG<l-.v»; i g h t T o t a l a m o u n t o f c a r g o , b u n k e r s a n d s t o r e s i n 
t o n s w e i g h t w h i c l i a s h i p c a n c a r r y . 
l^eck O f f i c e r S y n o n y m o u s w i t h N a v i g a t i n g O f f i c e r a n d M a t e , 
O c c p - t a n k s T a n k s f i t t e d w i t i ^ i n a d r y - c a r g o l i n e r f o r t h e 
o c c a s i o n a l c a r i i a g e o f l i q u i d c a r g o e s i n s m a l l 
q u a n t i t i e s 
D e p a r t m e n t o f T r a d e a n d I n d u s t r y , D . ' i . T . The U . K . g o v e r n m e n t 
d e p a r t m e n t r e s p o n s i b l e f o r s h i p s a f e t y , 
e x a m i n a t i o n o f o f f i c e r s f o r c e r t i f i c a t e s 
o f compe t e n c y , 
" F i r s t - t r i p p e r s " Y o u n g c: rew-membc:rs - o f f i c e r c a d e t s o r r a t i n g s -
m a k i n g t h e i r f i r s t v o y a g e s t o s e a . 
F r e i g h t , f r e i g h t r a t e : F r e i g h t i s t h e money e a r n e c ! by a s h i p 
f o r c a r r y i n g c a r g o ; f r e i g l i t r a t e i s t h e r a t e 
p e r u n i t c a r g o c a r r i e d ( u s u a l l y p e r t o n ) . 
N o t e : I n t h e USA^ f r c i g i i t i s u s e d t o d e s c r i b e 
t h e c a r g o a c t u a l l y c a r r i e d w h i l e i n t h e U K , 
f r e i g h t i s money e a r n e d . 
G e n e r a l c a r g o M i x e d , d r y ca i^go n e a r l y c i l w a y s m a n u f a c t u r e d 
o r p a r t l y p r o c e s s e d g o o d s a n d f o o d s t u f f s . 
G e n e r a l P u r p o s e R a t i n g s : R a t i n g s f r o m t h e d e c k and e n g i n e 
d e p a r t m e n t s , a n d s o m e t i m e s a l s o f r o m t h e 
c a t e r i n g d e p a r t m e n t , t r a i n e d t o w o r k i n a n y 
s e c t i o n o f t h e s h i p . 
G r o s s t o n s A n o t i o n a l m e a s u r e m e n t o f t h e s i z e o f a s h i j j ; 
n o t i c i n g t o do w i t h w e i g h t o r c a r r y i n g c a p a c i t y ; 
one g r o s s t o n = 1 0 0 c u b i c f e e t . 
L i m i t a t i o n o f L i a b i l i t y . A p r i n c i p l e o f i n t e r n a t i o n a l m a r i t i m e 
l a w u n d e r w h i c i . t h e o w n e r o f a s h i p l i a b l e f o r 
damages t o a t h i r d p a r t y n f t e r a c o J . l i s i o n o r 
a n y a c c i d e n t may s e e k p e r m i s s i o n f r o m t h e C o u r t 
t o p u t an u p p e i " c e i l i n g o r h i s t h i r d p a r t y 
l i a b i l i t i e s . I f p e r s o n a l i n j u r i e s h a v e o c c u r e d , 
t h e l i m i t a t i o n i s a b o u t :^B3 p e r g r o s s t o n p l u s 
t h e t o n n a g e o f t h e e n g i n e r o o m . T h u s , i f a s m a l l , 
c o a s t e r o f 4 0 0 t o n s s a n k a Gas T a n k e r w o r t h , s a y , 
£ 3 2 m i l l i o n , t i i e c o a s t e r o w n e r w o u l d o n l y he 
l i a b l e t o pay ^iOO X £ B : > = s : 3 3 , 2 0 O p r o v i d e d h e c a n 
I w r i V . ^ l i - . - ^ t . ! - ) ! ' - • . c - J ; i » i f n n n r I \ ' i i . r . o •-> o H / o r-11 i n l ^ f > r l 
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L i n e r s 
L . N . G * s 
L o g g i n g 
Ma s t e r 
t h e M a t e 
Any c a r g o o r p ^ i s s e n g c r s h i p s on r e g u l a r , 
s c h e d u l e d v o y a g e s b e t w e e n J i m i t e d n u m b e r s o f 
p o r t s . 
L i q u i d N a t u r a l Gas C a r r i e r s ; t y p i c a l p r e s e n t 
v a l u e s - o v e r £ 5 0 m i l l i o n e a c h . 
P h r a s e t o d e s c r i b e t h e p r o c e d u r e f o l l o w e d by 
t h e M a s t e r when f i n i n g a man f o r an o f f e n c e 
a g a i n s t d i s c i p l i n e c o m m i t t e d a b o a r d s h i p o . 
S h i p m a s t e r ; C a p t a i n ; t h e ' O l d M a n * ; t h e p e r s o n 
i n command o f t h e s l i i p . I n B r i t i s h s] .^ i .ps onJ.y 
d e c k o f f i c e r s mSy be a p p o i n t e d t o M a s t e r . 
The C [ \ i e f O f f i c e r ; t h e d e c k o f f i c e r i m m e d i a t e l y 
b e l o w t h e M a s t e r , ( s e e C h i e f M a t e ) 
N a t i o n a l M a r i t i m e B o a r d , N , M , B « I n t h e U K , t h e i n d u s t r i a l 
n e g o t i a t i n g c o m i n i t t e e f o r w a g e s , w o r k i n g 
c o n d i t i o n s e t c ; e q u a l r e p r e s e n t a t i o n f r o m 
e m p l o y e r s ( t i i e BSF) a n d e m p l o y e e s ( s e a f a r e r s ' 
u n i o n s ) 
O.'IO, 0 / 0 
O f f i c e r s 
Ore c a r r i e r s 
Over s i d e 
P a l l e t s i i i p s 
P a r c e l s 
P r o d u c t s t a n k e r s 
Pumpman 
( s e e Coml) ina t j on s h i p s ) 
C o l l e c t i v e t e r E u t o d e s c r i b e M a s t e r , M a t e s , 
E n g i n e e r s , K a d i . o o f f i c e r a n d C h i e f S t e w a r d o i ' 
C a t e r i n g O f f i c e r ; i n p a s s e n g e i ' s l i i p s ^ i n c l u d e s 
t h e D o c t o r a n d P u r s e r s . ^ ' r a d i t i o ; i a l l y t h e y 
wear ' u n i f o r m ^ 
B u l k c a r r i e r - s e s p e c i a l l y s t r e n g t h e n e d t o c a r r y 
o r e i n b u l k . 
The a r e a o f l i u l l p l a t i n g a b o v e t h e w a t e r l i n e 
v i s i b l e t o t h e eyCo 
S t i i p s d e s i g n e d t o c a r r y a l l c a r g o p r e l o a d e d 
o n t o w o o d e n , i n e t a l o r p l a s t i c t r a y s . ( pa 11 e t s ) „ 
D i s t i n g u i s h a b l e s e c t i o n s o f t h e c a r g o ; may be 
p a r c e l l e d by p o r t o f d i s c ^ l r a g e , o r by p h y s i c a l 
c h a r a c t e r i s t i c s ; o r by c a r g o o w n e r s h i p . 
T a n k e r s ( u s u a l l y s m a l l e r t h a n 6 0 , 0 0 0 t o n s ) 
w h i c h , c a r r y r e f i n e d o i l p r o d u c t s ; t h e y o i ) e r a t e 
I i e t w e e n r e f i n e r i e s a n d d i s t r i .bu t j . o n d e p o t s . 
One o f t h e k e y ' men i n a t a n k e r : t h e p e t t y 
o f f i c e r i n c h a i - g e o f t h e c a r g o p u m p s ; h i g l i l y 
i n v o l v e d i n a i l c a r g o and t a n k - c l e a n i n g 
o p e r a t i o n s . 
R e c e i v e r The p e r s o n o r f i r m w h i c h r e c e i v e s t h e c a r g o a t 
t h e p o r t o f d i s c h a r g e ; t h e c o n s i g n e e . 
R c l l - o n / R o l l - o f f ; R O / R O S h i p s d e s i g n e d t o c a r r y w h e e l e d v e h i c l e s 
- c a r s , l o r r i e s , t r a i l e r s , e t c - p r e l o a d e d w i t h 
t h e c a r - g o . 
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A p p e n d i x A ( c o n t i n u e d ) 
S e a w o r t i i i n e s s L e g a l p h r a s e t o d e s c r i b e t l i a t v e s s e l i s f i t i n 
a l l r e s p e c t s t o e n c o u n t e r t h e n o r m a l s t r e s s e s 
o f t ! i e v o y a g e i n q v i e s t i o n . 
N a v i g a t i o n a l i n . s t r u m e n t u s e d by d e c k o f f i c e r s 
t o m e a s u r e a n g l e o f c e l e s t i a . l b o d i e s a b o v e 
t h e h o r i z o n , 
' f l i e i n t e r m e d i a r y b e t w e e n s h i p o w n e r and c a r g o ^ 
o w n e r An t h e t r a m p a n d t a n k e r t r a d e s ; a n d 
b e t w e e n s e l l e r s and b u y e r s o f s e c o n d ' - h a n d 
s h i p s . 
( s e e M a s t e r ) 
The e x p o r t e r ; t h e c a r g o - o w n e r who s e n d s h i s 
g o o d s by seao 
The q u a d r e n n i a l i n s p e c t i o n o f t h e s h i p 
c o n d u c t e d by t h e s u r v e y o r s o f one o f t h e 
c l a s s i f i c a t i o n s o c i t i e s t o c h e c k on v e s s e l ' s 
s t r e n g t h , m a i n t e n a n c e a n d s c a w o r t h i n cs s . 
H i s t o r i c a l l y , t h e men e n g a g e d i n m a n u a l l y 
l o a d i n g a n d d i s c h a r g i n g d r y g e n e r a l c a r g o e s c . 
The a d d i t i o n a J . money p a i d t o r a t i n g s f o r e a c h 
S u n d a y t i t e s i i i p s p e n d s a t s e a ; p r e s e n t l y u n d e r 
m o d i f i c a t i o n ^ 
M a r i n e S u p e r i n t e n d e n t s , u s u a l l y e x - M a s t e r s o r 
e x * - C i i i c f M a t e s , i n m a n a g e r i a l p o s i t i o n s a s h o r e 
l i n g i n e c r S u p e r i n t e n d e n t s , u s u a l l y c x - < ; i i i e f 
E n g i n e e r s i n m a n a g e r i a l p o s i t i o n s a s h o r C o 
S u p e r i n t e n d e n t s n e a r l y a l w a y s c o n c e r n e d w i t h 
d a y « " t o - d a y o p e r a t i o n a l m a t t e r s o f t l i e s h i p s . 
S h i p s c o n s t r u c t e d t o c a r r y o n l y o i l i n b u l k -
u s u a l l y m i n e r a l o i l s , c r u d e a n d r e f i n e d , 
E n g i n e r o o m , a n d u s u a l l y b r i d g e , t o w a r d s s t e r n 
o f s h i p . 
F o r e s t " p r o d u c t c a r r i e r s ; s h i p s d e s i g n e d t o 
c u r r y t i m b e r a n d s o m e t i m e s p a p e r a n d c h i p s . 
C o n t a i n e s . 
D r y c a r g o s h i p s n o t on . r e g u l a r , s h e d u l e d 
v o y a g e s ; u s u a l J y e m p l o y e d u n d e r c h a r t e r t o 
c a r g o - o w n e r s o r o t h e r s h i p o w n e r s . 
U l t r a b a r g e C r u d e C a r r i e r s ; U . L , C . C . T a n k e r s o v e r 3 5 0 , 0 0 0 t o n s 
V e r y L a r g e C r u d e C a r r i e r s ; V . L . C . C ' s T a n k e r s o v e r 1 0 0 , 0 0 0 t o n s ; 
u s u a J s i z e j u s t o v e r 2 2 0 , 0 0 0 t o n s . 
V o y a g e c h a r t e r p a r t y : C o n t r a c t o f h i r e f o r t h e u s e o f a s h i p on 
one v o y a g e o n l y © 
S e x t a n t 
S h i p b r o k e r 
Sh ipma s t e r 
S h i p p e r 
S p e c i a l S u r v e y 
S t e v e d o r e s 
" S u n d a y s a t Sea" 
S u p e r i n t e n d e n t s 
T a n k e r s 
T i m b e r c a r r i e r s 
" T i n b o x e s " . 
T ramps 
3 - I 
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( N e e d s o f I n d l v l d u u l s c o n t i n u e d ) 
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b . C o n f l i c t s w i t h t r a d i t i o n a l i n i m n l n g 
D y s t e i n s , and 
. w i t h need f o r company t o r e t a i n 
p e o p l e . 
2 4 . R 01e c l a r i t y : 
a . H a r n i o n i a c a ' w i t h p r e s e n t r u l e s 
un i l p r a c t i c e s . 
b . C o n f l i c t s w i t h f l e x i b i l i t y , and 
c . w i t h f u t u r e c h a n g e s . 
2 5 , N o t t o f e e l n s o c i o l o u t c a s t : 
n . I ' a r m o n i s e s w i t h I m p r o v i n i ; t h e 
s t a t u s o f I h c M e r c h a n t N a v y , 
b . w i t h f r e q u e n t l e a v e s , and 
c . w i t h o p ' j n i n j f d o c k s t o t ! i e p u b l i c , 
d . C o n f l i c t s w i t h b e l i e f s i n s o c i e t y 
o f t h e s a i l o r as a t h i r s t y , h a p p y 
w ti n d e I' e r , .70 .74 .50 .60 •53 
w i t h t h e U r l t i s h c l o s e d - d o c k 
s y s t e m , and •52 •70 •50 -30 •53 
w i t h t h e c o n s t r u c t i o n o f new 
t e r r n i n a 1 iJ r e m o t e f r o m t o w r . s . *6S .74 •6 7 •50 •.13 
23 
AGE 
2 9 32 38 4 9 
,78 '85 '72 -OO -95 
.78 . 8 5 .78 . 3 0 100 
GC . 70 .72 .50 -53 
^57 -63 . 5 0 -30 -47 
.65 .73 
















. 4 0 
. 4 0 
85 -78 .70 
.70 -55 .50 
•74 
.79 
•52 -56 -55 .50 .42 
.05 ^ 7 S ^ _ ^ .60 .79 
.65 •?&_ •£5_^-40 -17 








2 1 30 38 
,92 -83 .77 
.92 '83 .95 
•79 .53 •GS 





^ 4 .51 -50 
.62 .70 .65 
•02 -64 ^54 




.88 .83 -81 
•88 -85 • & ! 
•50 - 6 0 ' 5 4 
94 .5 7 -54 
SM 
J O D 
U O E O CT 
100 .83 -92 •86 -55 
ibo .88 .92 .86 .65 
•r^o -TS .7 7 •oe •so 
50 -05 .73 4 1 ^40 
.35 •Gi .B3 .62 .GO 
.95 .ae .85 .59 .05 
' 36 -63 •Se -48 -55 
.50 .63 J 7 _ ^ 5 •SS 
.57 . 75 .73 62 .55 
•54 .57 -50 
67 .66 -58 
" • 3 0 ' l.6o'~1.00 
.30 .77 ti'J .4 J 
:50_-7 5 _ . 8 5_. ,02^^4O 
43 :5 0__:. 6 9 ^ 5__:4_5. 
50 1.00 -85 -52 ••?0 
COMPANY 
CM PM 
1.00 !.00 .64 -78 
100 100 .73 .33 .32 
. 4 3 . 57 -46 . 4 4 •SO .60 
.29 .71 .55 .44 -59 .50 
8 6 . 8 6 ^ 0 4 




43 .29 -46 ^44 35 -40 
4 3 .73_ 
43 -55 
29 -46 










43 -14 .55 .50 
• 3 5 -29 -64 .72 -4 1 - 5 0 
57 .43 . 32 .72 .53 . 6 0 
71 .14 .73 ; Z i U ^ ' U ^60 
. 7 1 - 2 9 -64 -67 ' 5 3 ^70 
rypi; 
PS T L 
•-60 .83 •86 
.70 .38 . 3 5 
.  •58 •69 
.  . 4 5 .56 
•50 •7 5 . 7 5 
.70 .70 .73 
•4 *4 8 •64 
.50 .70 . 6 9 
. 4 0 .63 • 67 
• •68 •69 
. 40 .70 •7 2 
•40 .53 • 64 
. 40 .48 • 07 
. 80 • 85 •83 
• 80 •85 •81 
-50 . 5 5 •0 9 
.  • 68 .51 
. •60 . 5 3 
•  •68 •64 
2 6 . 
US O F CKK'.VS A S HKUUf^S 
S ; i f c c o n t f i l n n e n t unci m d u c t i o n o f 
t e n s i o n ; 
I k i r n i o n i s i e a w i t h m:iny t r a d l t l o n u l 
0 L L i t u i J e s , nor i i t s unU r i t u a l i z e d 
c u n r i i c l s ( « , g . d e c k - e n g i n e 
n i ' j ;u;:K :n t a ) , nnt l 
b . w L t h s p l i t t l n i ; t h e v /o rk u i i d l i f e 
a r e i i 3 : ] i<onrd '-o a l l o w r o l e -
S a 1 t c h i i i y , 
C . C o n r i l c t r i w i t h t r a d K l o n o l m n n n l n g 
w i t h i t s M e r u r c h l c o J n n d l e i s u r e 
g r o u p itK.'rnbc r t i t i i p , p u r t I c u l c ; r l y on 
l o n f ; v o y a g e s w i t h l i t t l e t i m e i n 
p o r I . 
2 7 . F r o s n f i i c e ? bv c u n t 1 n u n U y 
c IIS .^ny ir ' . • n b ' T s i . i n : 
n . Harmon i s o s v.L\.h p r e s e n t s y s t e m , 
b , C o n f l i c t s w i t l i i i t t t r i n p t s t o 
s t u b l l i s e c r e w B , 
2^ 29 32 38 
2 B . 
a. 
D. 
2 9 . 
u . 
H o l e c o n f o r t n i t v by n-.ei-tberB^: 
U:i r-.r.ort i s a w j t : i p r L ' S t n t s y s t e n . 
C o n f l i c i s w i t h n ' j e t i s t o i n t r o d u c e 
new t y p e s o f a p c i t i J i a t f l :is m a r i n e 
t c c I •. ti o 1 0 11 <J V u n c c 3 . 
Sti 11 g f n c t o r y t e l a u r e t i m e - . • 
l l ; > r i n o n i s c 9 w i t h s p i i t t l n s t h e 
v;orR and l i f e u r e a s t o a l l o w t h e 
f o r i i i i * l i o a o f I c i s u r e j j r o u p a 
i ndc pt : :utcn t o f r u n k . 
C o n r i i c i s w l t l i t h e r e t e n t i o n o f 
t r o d 11 i o n 111 o f f l e e r - r u t l n f ; 
d i v i s i o n s l i s crew-s g e t s m a l l e r , & 
32 
n 
w i t h b e l i e f s a b o u t o f f i c e r 9 h a v i n g 
t o r e m a i n a p n r t f i o i n r a t i n g s t o 
r e t n l n r e s p e c t . 
G r e a t e r se 1 f - r c t r u I n t I o n ; 
I £ a r : : : 0 i i l s c 3 w i t h s o c i a l t r e n d s 
a s h o r e , ond 
w i t h s h i p b o n r d d i s c i p l i n a r y 
c o f . r i i i t t e e s . 
C o n f l i c t s w i t h t r u d i t l o n a i 
h i e r n r c J i i c a l and d i s c i p l i n a r y 
sy s t e i : : s . 
n f f e c t l n i ; t h e l i f e A H p c t s nh:*ard 
; o :>'Jco.iie ' ' r l v h t s ' ' i n s t e n d o f 
b e i n . ; ; i i ; b i t : c L t o M a s t e r ' s 
0 i f .c r«- c i o n ~ ('-•. v . s h o r i r 1 c i i vr; . su?JS 1 : 
0 . H a r m o n i s e s w i t h s p l l t t i t i i j w o r k & 
l i f e a r e a s u n d e r s e p a r a t e i c a d - r r s . 
b . C o n r i i c t s w i t h t r a d i t i o n a l m e t h o d s 
c . and w i t h p r i m a r y need t o keep t h e 
s h i n i\:\>i car. '^o i i i o v l n y . 
52 .59 .61 , 7 0 
70 .70 .61 .CO .74 
65 , 7 0 .55 . 4 0 .56 
WE PS 
!1 30 3 3 
.67 -57 -5^ 
.75 .68 .55 
.75 .GO .50 
JOB 
sr.: VA DO EQ CT_ 
.64 -63 -62 -55 - 5 5 
COMPANY 
Gv. PN; r.T P T PS 
,71 . 57 -55 .61 . 4 1 .30 
79 .63 -77 . 60 . 5 5 | . 8 6 -71 . 4 6 -61 -71 
• 57 .75 .81 .48 . 50 
.70 •67 . 61 •30 .74 .67 •66 •77 
•65 . 70 .44 •60 .90 .79 .04 .02 
•57 •74 . 6 7 •30 .79 •84 -6S • 62 
71 100 -85 .52 . 0 0 
. y 3 .75 ^ i 8 5. , -52 - 4 5 
93 .75 .81 -55 •OO 
57 -65 . 0 7 -30 . 6 3 -62 . 5 1 -09 - 1 3 -50 .73 -62 -50 
,70 .70 -61 -60 .79 
,57 .63 -55 .GO .63 
48 •52 .01 -60 . 4 2 
57 . 07 . 6 7 -SO .68 
44 .56 -67 .'•rO ' 6 3 
•39 •SO . 5 0 -50 -47 
. 7 9 -68 -62 
. 7 5 . 5 ! -62 
J l . 4 3 .50^ 
. 5 8 . 7 0 .65 
' 5 0 .58 -58 
• 5 3 " 4 5 -50 
.29 .86 .55 *44 .65 . 50 
.57 .86 -73 .67 ^71 .60 
1 0 0 . 8 6 -64 .78 .65 -50 
.36 1-00 -73 .78 -GO -40 
. 57 -29 .55 . 5 5 . 4 7 -CO 
TYPE 
T L 
57 . 5 9 -50 . 4 0 . 4 2 
.48 .67 .39 . 5 0 -63 
39 .52 '2 . 4 0 .7A 
67 . 4 3 . 5 4 
.75 ^45 .50 
. 5 3 .62 
. 0 6 .75 i 3 5 .58 .50 
•71 .63 ; 8 j _ ; . ' l ; ^ . 4 5 
•64 . 5 0 . £ 5 . 3 3 .45 
.79 .63 . 77 .62 .50 
64 '38 .65 . 4 8 .50 
64 .38 .65 . 4 5 . 3 0 
.71 i joo -4 6 .55 .e: .70 
.71 .71 .46 . 5 5 -70 . 80 
. 5 7 .71 18 . 3 3 . 7 1 7 0 
5 7 1.00 .64 . 61 . 8 8 
.36 .38 -58 .58 -50 
' 64 .63 -65 .45 .45 
. 8 0 
•GO . 5 7 .71 '55 . 5 5 '65  
.57 .71 . 46 ' 50 ' 5 9 '50 
.14 . 5 7 .64 . 4 4 -59 
. 5 7 . 71 .82 .57 -65 
• 0 4 . G : 50 ,2 .GO 186 -43 .73 . 7U . 6 5 




. 6 0 -64 
, GO . 7 5 
. 5 0 -69 
. 7 5 -61 





. 4 3 -53 
. 5 3 . 7 5 . 
4 5 .TH 




TRCIINICAL CHANGt:S ASHOUE • •• . .. 
3 5 . I n c r c o s l n t ; nur.iber o f I n v e n t l o n g : 
0 . I m p l i e s t h ' . T i ; w i l l be I n c r t i o s l n g 
mcc lu in I z a t l o n i m d o u t o m ^ i t i o n o f 
s h i p s . 
b . Whio! . h ; i r ! r . 0 f i l 3 c s w i t h l u c r e u s e d 
t t i c t i n i c i i 1 : r i i i i i l n ^ ; . 
c . v a i i c h c o i \ r i l c t . ; i w i t h t r m l l t l o n u l 
t n i l n l n ^ and m i u i n i n g s y s t e m s . 
3 G. i J e c r o : i s l n t : linr: i j o p g b e t w e e n 
J Tiv t : r . 1.1 on , ^ ; e n e r : i l use imd^ 
ol.y .0 1 > ' : e i i c e : 
o . l i i i p J i e s r ; i p l ( l l y c h n n g l n s s h i p 
t y p e s and e q u i p m e n t , 
b . Mil rmoi i 1 se 3 w i c l i h l i ^ ' h c r e J u c a t - , 
1 onu 2 l e v e l s , un t l 
c . g r e n t e r per son j i 1 u (lu p t u b 11 i t y , 
d . C O M r 1 I c t s w i t h l o w e d u c o t l o n u l 
l e v e l s , n iu l 
e . w K h I n f l e x i b l e m a n n i n g s y : j t c m s . 
23 
AGE 
29 32 38 46 
70 . 8 9 -67 .80 . 95 
.70 . 8 5 • G7 •80 •95 
• 61 •78 • G7 . 4 0 • 58 
.57 .85 •55 . 8 0 
•Gl •85 .55 •70 -5ti 
.05 .82 .61 .70 
• 57 • 7*: -50 .50 •A 7 
• 57 •G7 .50 •50 •53 
21 30 33 
88 . 8 1 .73 
79 . 83 •73 




. 8 4 •6C .73 
G7 •G8 •65 
•84 .72 .69 
• 67 •57 .50 
• 67 .51 
SOCIAL CHAN'iL-S A. ' i i l ' . 'KK 
3 7 . ' • ' r f : i t ' : f " s o c l » l » wn r c i i c . q s" o h o u t 
t h e n;:e o f r u uo-.irce s r t iul t h e 
n c t i v j c i e s o l ' I r i r t t e c o r p o r m l o n P i 
D . l i r t p l i e r t c u r e f u i c on b 1 t i e r u t i on o f 
c o r p o r a t e a c t i v i t i e s . 
b . H i i r f n o n l s e s w K h i n c r e a s e d r u l e s 
ebOMt s h i p o p e r i i C l o n . 
c . C o n f l i c t s w i t h i n d i v i J u n 1 s ' 
d e s i r e s f o r l e s s r u l e s / r e g u l o t i o n s , 
3 8 , D e c l i n i n g ; sense o f d u t y t o i o h 
hn'l_.i:i:ii> > o v t ' i ; : 
r i , ke- j - j I r e s t h e d e v e l o p m e n t o f ; in 
n l t e r n a t i v e code o f c t h l c u l 
b L ' h a v l o u r , 
b . Hiirfc.on i ac s I n t h e u c c e p t i j n c e o f o 
code o f c o n d u c t s e t by f c U o w 
r ie : i ibers o f i\ p r o f c s s i o n n l 
I n s t i t u t e , 
c . w j i h more r u l e s A r e y u l a t t o . T S , 
d . tmd w i t h t r o l n i n i ; schemes" 
p r i r i i i r i l y d e s i ^ j n c d t o d e v e l o p a 
se.Mse o f s o c l o X v u l u e s . 
c , C o n f l i c t s w i t h c r , i p l o y e r s ' n s s y m p -
t l o i i s t h a t u l l e m p l o y e e s p r e 
c o i i i m l t t e d t o t h e c o m p o n y ' s g o a l s . 
'57 
•35 
. 6 1 .GO .90 
. 0 1 • 60 •90 
. 4 4 . 4 0 •58 
, 3 5 .80 ^•74 
•39 •60 • 74 
J 9 ^ 0 .08 
. 60 .84 
•33 •40 •47 
.79 .77 .56 
. 7 5 -74 . 6 2 
. 5 4 .57 -27 
•07 .02 .58 
.54 - 7 0 
.46 . 47 
. 0 7 .06 .42 
38 •49 -42 
.00 1.00 •S? .72 -55 
•64 .75 -81 ^55 -50 
93 .88 .81 . 6 0 .50 
57 .75 .81 -69 . 50 
U:0 .75 .81 .6 ' j -55 
• 50 ^50 j 7 3 
57 .50 .73 
55 -45 
•Id .•;5 
1.00 .75 .85 .02 . 50 
• e 1 • 58 
.54 • 34 
CM 
COMPANY 
PM GS CT PT PS 
1.00 IjOO .64 .78 .82 .70 
VOO l.OO *64 .78 .76 .GO 
•57 .71 -36 .44 .59 -50 
1.00 •86 . 40 •6 7 .76 •70 . G8 .7 8 
.71 •43 •46 •55 .53 •60 .08 .75 
100 1.00 . 4 0 .67 .76 .60 .73 .78 
•43 •57 •40 •44 .53 •50 .53 •0 7 
•43 .71 . 4 6 . 4 4 .53 • 50 .50 .64 
1.00 1.00 •64 .78 .71 .50 
1.00 .8G ^64 .78 .71 •OO 
04 .03 . 3 4 .45 ^43 -80 ^55 -82 .47 -20 
7 1 .75 .77 .52 .4 , 
1 -33 .73 .55 ^50 
• 3 6 -03 - 62 . 3 0 *30 
•71 .71 . 0 7 •?! . 7 0 
, J 7 _ j l 8 X ^ 8 1 : 5 2 _ ^ 0 ^ ' 5 7 -57 .64 .61 -65 ' 7 0 
.64 . 50 . 4 6 . 3 ' l . 5 0 ^ . 7 1 . 57 . 6 4 .67 .53 -50 
71 .71 . 6 4 .67 .70 .80 




•33 . 8 1 
.03 . 69 





. 5 5 -33 
. 53 
53 .33 
( S o c i a l C h [ » n s c 3 A s h o r e C o n t i n u e d ) 
3 y . S e n r ' : h hv p e o p l e f o r "" p a y c h l a t -
r l c ; ' l J y h ' j i :Jt .h_v" w o r k i n g : and_ 
l . i v l r ' . s - r o n ' . l U l c n s : 
u . K<: i ;u i r ' , ' a . i n i t u p p i n ^ , t i s TiiC t o r y 
i . o r k i n s ; : i u l l l v i : K - : c o m i i t J o n s , 
I ) . «:i i l I ' l i c t i o n o r m e n ' s p a ^ c h o l o S i c o 1 
c . c h n l l c n g c orul p u r s o n i i l d e v e l o p m e n t 
nC w o r k . 
d . i U i r n i O n i s e 3 w i t h i m p r o v e d s h l p b o u r d , 
i i v l t i ; ; c o M i l i t i o n s , ; ind 
e. w i i t i t h e r -L ' dc s J i ' n o f Jobs t o g i v e 
n o r e ch; i U onge . 
f . C u n r i l c t s w i L l i t h e c u r r e n t 
r o c i u c t i u n i n chn 1 i e t i sc f i n d 
e x e r c i s e o f d i s c r e t i o n on b o n r d by 
o v e r - c o n t r o l i m d c l i e c k l n g by s h o r e 
fltu r r , 
•40. M : i r k ' : d U e c r q i i s e i n pa t e r n t i 1 i sm by 
.^•'V?"?: C ' " p l o y e r s : 
0 . l . M p i i e j i :i r e d u c t i o n i n t h e " t o t a l 
c o r e " o r s o u r a r e r a by c o i n p H n i e s , 
b . ond t h e c r e u t l o n o f s h i p b o a r d 
c o n d i t i o n s w h i c h u l l o w e x e r c i s e 
o f c h o i c e i i n d r e s p o n a 1 b l 1 i t y i n 
t h e " i 1 re a r e y s " . 
c . H<iri;ion l3e;-- w i t h s h i p b o i i r d b u r s , 
d . w i t i i pf iyif ienr , by c h c t i u e , 
c . w i t h t l i c H b o i l t ' . o n o f a 1 1 o t n i e i H s , 
f . w i t h c h o o s i n i ; ; ind p u y l n y f o r 
f o o d f HMd 
K . p u t l l n f ; t h e " w o r k " u n d " l i f e " 
c r c i i s u n d e r 3 e p n r n t c l e u d c r s l i l p . 
h . C o n f l l c t B w i t h t h e p r e s e n t " t o t a l 
c u r e " o f s c t i f a r e r s 'oy c o i n p a n i e a . 
** 1 . It 1-i i n r cduc : i t i o n ; U ? t'tn^Jo r d s : 
t i . Ke<iu 1 r e y r e u t e r edue-j Lion;- . 1 
demiinds i n t h e ( s h i p : > o a r d ) j o b , 
b . H i i r m o n i b e o w i t h i n c r e a s e d 
r n e c h i i n i z i i t I o n » unU 
C . w i t h t h e t r a n s f e r o f some J o b s 
beck f r o m s h o r e t o fihlp. 
d . CoTi r i J c t s w i t l i I n s i s t e n c e on 
o l j ' . ' d icnc** t o r u l e s , j j l a n n e d 
mu i n t i : n ; i n c e und i n s t r u c t i o n 
n a n u j i i s . 
2? 
ACZ 
2 9 32 38 43 I 21 30 33 
.61 -Sy -50 .60 . 9 5 Lgj^^X^'-^-QjJ i.c.o_ 1-oq 
JOB 
MA DO EO CTl 
•8; Gy . 4 5 
158 -85 -50 -80 -95 
•CI -89 -50 *90 -95 
.G5 .74 -44 . 7 0 -t'O 
[ j 8 4 -7^9 ^G:?J 1.00^1.00 -as .09 .45 
70 .70 .53 -95 -83 .81 -58 .-IS 
34 .77 -GSj 1.00 100 -39 .65 -45 
COMPA.NY 
CM PM GS GT PT PS 
lOO .73 .83 .33 .80 • 78 . 0 9 
VOO .73 .83 .tiS .SO . 78 •09 
VOO .7 3 •83 .88 . 3 0 •78 . 09 
lOO .7 5 .83 •ae .80 .78 .GO 
1-00 .55 .07 .63 • 30 .G5 .07 
•57 •74 . 4 4 .40 . 4 7 .71 •51 .50 .30 • 38 .81 . 4 8 .2 9 . 43 . 73 • 55 .47 . 50 • GO • 56 
. 4 8 •56 •60 .03 .67 . •47^ . 40 •79 •38 . 02 .48 
- " "1 
.50 •86 -71 .27 •SO .65 .60 .45 • 56 
.70 .85 •50 •?o •79 •81 •6? .95 • 8 f l •fl9 • 7 ^ •45 .30 too •64 • 72 •76 .60 .73 • 81 
•61 •82 .44 •?0 .79 . 77 • 73 1-00 100 . 7 7 .70 . 5 0 l lOO VOO •04 . 73 .83 •SO .75 • 75 
•05 •Gl •30 •9 5 .84 .77 .09 lOO i',)0 .81 • 72 1.00 1-00 •G4 .73 .38 .80 •75 •75 
•52 . 7-t .01 .70 . .75 .04 .05 • C t'l •33 .09 1',") ..">0 .71 t o o -G4 .0 7 .32 .70 • 63 ,G7 
-39 4 8 .39 •50 •42 .58 . 40 .35 .50 .50 • 3 5 •52 •35 .2 9 •4Q .39 .53 . 40 .•;o .4 2 
•4 8 0 7 A'\ .GO •08 -G7 .57 . 50 . 71 .50 . 54 . 6 9 •40 • 57 .36 . 2 7 • 39 • 71 .CO . 69 
'35 41 •33 •50 •53 •ti2 •23 • •\ 0 ' 5 0 -50 . 50 •58 • 25 • 57 .43 • .16 . 5 0 oS •30 .45 • 4 2 
.52 82 .07 -GO •J.'O .71 .74 .05 • .^0 .88 •7 7 • 72 .45 .36 .3G .73 .73 .71 .00 .73 .72 
-57 •82 •72 . 30 •90 . 75 •79 . 69 1-00 \<O0 .77 •76 -45 100 VOO .73 .83 .82 • 70 .78 •72 
. 5 6 , •72 -70 .62 .60 •58 •71 •75 •50 •72 ..iO •5 7 •86 . C'V .61 •71 •60 •58 • 01 
.39 52 . 5 5 . 40 .20 .4 6 .43 •42 .o7 -33 .4 6 .52 .3 5 .14 -00 . 4 4 .2 9 .50 •4 3 •5 0 
T Y P t 
T L 
( S o c i i i i Changes A s h o r e C o n t i n u e d ) 
4 2 . D e m o c r n c y nnd i n c r e a s i n . ^ : dei iuinds 
f o r p a r t i c i p a t i o n I n o o c i s i o n -
: : i : i K i [ i . ' ; ant, i n t h e cl j s C r t Lm t i on o f 
r>.;\v:t pti s : 
a . " I m p l i e s t t i e need f o r c o n d i t i o n s a t 
sea f o r I n d i v i d u a l s , g r o u p s and 
c r t - w s t o hccoine more s e l f -
P L ' i i u I a t I n g . 
b . lia r i i i o n l sea w i t h sh 1 p b o » r d 
r .v . ini 'vei i ie i i t c o i n m i t t e e s , and 
c . w i t.h bii 1 p b o a r d d i.sc i p i I n a r y 
commi t t e c s . 
d . C o c r i l c t s w i t h t r a d i t i o n a l 
n m n n l n t ; s y s t e n i , 
e . w i t h t r u d l L l o n a l r u l e s and 
r e J i l l . - i t i o n s , and 
f . w i t i i f r e q u ' . r t i t l y c h u n g i n i ; c r e w s . 
4 3 . P j u f (:;>s j L'n:t I 1 sm: 
a . l i i i j j l l e s t h e need t o a c c e p t t h a t 
more e m p l o y e e s w i l l become 
n c m b e r s o f p r o f e s s i o n a l i n s t i t u t e a , 
b , H a r m o n i s c s w i t h t h e p r o f e s s i o n a l 
i i i b t l t u t c s f o r e n 3 i n e e r a n d d e c k 
o f f I c o 1' 5 . 
c . C o n I ' l i c t s " w i t h t h e need f o r 
s e n i o r o f f i c e r s t o be h i g h l y 
c o m m i t t e d t o t h e C o m p a n y ' s g o a l s , 
4 4 , C h a n g e f r o m " e x t e n d e d " t o " n u c l e a r " 
U 1 en : 
o . U e q u l r c a t h e c r e a t i o n o f c o n d i t -
i o n s f o r men t o p a r t i c i p a t e r ro rc 
i n f a m i l y l i f e p o s s i b l y l e a d i n g 
t o an end o f s e a g o i n g on m a r r i a g e 
o r on b i r t h o f c h i l d r e n . 
b . H a r m o n i s e s w i t h more f r e c ; u c n t and 
l o n c c r . l e a v e s , and 
c . w i t h t h e c a r r i c g e o f w i v e s a b o a r d . 
d . C o n f l i c t s w i t h s e a f a r i n g . 
4 5 . C h i i n j ^ l n f ; r o l e o f women : 
a . i t e i i - j I r e s t h e c r e . ' i t i o n o f c o n d i t -
i o n s f o r t i i e e m p l o y m e n t o f women 
a t s e a . 
b . H a r m o n i s e s w i t h c u r r e n t e x p e r i m e n t s , 
c . C o n f l i c t s w i t h t h e t r a d i t i o n a l 
r e j e c t i o n o f women y s " l e a d e r s o f 
n o n " , a nd 
d . w i t h t r a d i t i o n a l o f f i c e r - r a t i n g 
d i v i s I o n s . 
2 3 
ACE 
29 32 38 48 
. 4 3 . 5 9 . 0 1 . 0 0 . 8 4 
• 5 2 . 6 3 . 6 7 - 8 0 . 8 4 
- 3 9 . ?3 ' 6 1 . 4 0 . 6 8 
•48 . 5 2 .61 . 4 0 * 5 8 
•18 - 4 3 "07 .GO - 6 3 
:^5 ^ 4 8 6 1 . 0 0 . 3 2 
WE PS 
: i 30 
. 6 1 '85 . 6 1 - 7 0 ' 8 4 
• 6 5 - 6 5 •SI . 7 0 . 7 9 
• 3 5 * 5 6 - 3 9 . 4 0 - 4 7 
6 1 . G 7 -44 . 4 0 - 6 8 
: 6 _ l . . - - t j 2 - - 6 1 _ _'70. _-84 
. 6 2 . 6 2 . 6 2 
. 6 7 - 6 8 . 6 5 
. 5 4 - 5 7 - 5 4 
. 6 2 . 5 3 . 4 2 
JOB 
SM M/\ DO EO C71 
. 3 6 . 7 5 ^ ^ . 6 2 ^ ^ 5 2 _ . 5 , 
.93 . 3 3 . 7 3 . 5 2 . 5 ; 
G4 . 6 3 . 0 2 . 4 5 . 5 5 
7 1 . 5 0 . 6 9 . 3 4 . 4 5 
A 7 
• 6 1 - 3 2 . 6 1 . 7 0 . ' J 5 
T .^J .63 .3!) .50 .711 
. 6 5 - 5 9 - 5 5 - 6 0 - 6 3 
• 5 7 . 5 9 5 5 . 4 0 . 7 4 
5 2 - 0 7 . 6 7 
4 4 . 5 6 6 7 
• SO 
• d O . 
7 4 
7 4 
. 4 2 . 4 y . 
. 3 4 . 7 0 . 6 9 
. 7 5 . 7 4 'GO 
. 5 4 ' 3 6 . 5 0 
. 6 7 . 6 2 
•34 -72 
4 0 
. 0 2 
34 .74 
7 1 . 4 9 . 4 0 
0 4 1.00 . 6 9 . 3 1 - 5 0 
21) .drf . 5 4 . 3 4 . 4 5 
93 . 8 8 • S I -72 .45 
9 3 . 7 5 . 8 5 ' 7 2 . 4 5 
29 - 7 5 • 42 . 5 5 • ^Q 
64 -75 .69 .58 
•93 .33 -81 
1.00 1.00 -39 
.79 .75 -53 
•SO . 45 
•4 5 
.43 . 3 0 
•75 ' 3 0 _-59 
5 . 5 7 . 4 2 
• 5 7 . 6 4 . 5 8 
0 7 - 5 1 - 5 8 
•71 .38 -SX 
64 .75 . 7 3 
4 5 ' 4 0 
4 3 - 4 0 
•9 - 0 3 55 .4 5 
•53 - 5 3 . 4 5 
CM 
COMPANY 
PM GS CT PT PS 
TYPE 
T L 
. L»9 .55 ..i4 . -i 7 
. 7 0 . 0 0 . 5 8 
3 0 • 0 5 . 6 4 
. 6 0 . 5 0 . 6 1 
;^45 •53 
. 7 0 . • :3 . .06 
.4 0 . 4 5 .47 
86 1.00 . 73 . 7 3 . 3 3 . 3 0 
• 3 6 1.00 . 6 4 . 7 2 . 3 8 . 3 0 
9 .29 -04 . 5 0 . 4 7 . 6 0 
. 5 7 
1.00 
1.00 
1 0 0 
• 7 1 • 5 5 .55 .53 . ^ 0 . 5 8 . 6 4 
• 3 0 . 0 4 • 7 8 . 7 6 • 7 0 • 7 3 . 7 2 
1 0 0 • 7 3 . 33 . 7 0 • 6 0 . 7 3 • 7 2 
. 5 7 .55 . 7 2 .53 . 5 0 • 5 5 . 5 3 
•8G 4^ 6 -50 





4 0 - 5 0 
8 6 . 7 1 .55 . 6 7 -53 . 4 0 
8 0 .57 .55 - 6 7 .54 .GO 
GO •SK 
•63 . 5 6 
5 5 . 7 5 
5 0 •61 
23 
ACE 
29 32 38 48 
; WE PS 
21 30 38 SM 
JOB 
MA 1)0 EO CT 
COMPANY 
J-.M GS GT PT PS 
TYPE 
T I 
CUKHRNT CMAN'GKS I N SOMK .SMiPPTNG 
C 0,\; .\' I K .-i .: OK OA N I / .A 1" 1 OS A I 
4 6 , I n c r e i i s i n ; ; s i z e nnd nower o f 
t u c h n i c : i l do L>:I r tr;icn t s : 
a . i m p l i e s n : i ; i c c e p t ; i n c e t l i u t s h i p s 
nr--' e s s c n t l i i i l y h J y l i l y c o m p l e x 
f n : i c i i j n c s , 
b . H; ir i : ion 1 s e s w i t h t h e r o w i n g 
n e c h a n l*.:a t i o n o f s h i p s : u id m o s t 
s h l p b o i i r d f u n c t i o n s , and 
C.v%lth th*: g r o w i n ; - ; po-ver a n d 
c o m p l e x i t y o f m u r i n e m a c h i n e r y . 
d , C o n f l i c t s w i t h i m d l t i o n a l 
de p:i r I 'rten t n 1 t r u e t u r e s Ji nd 
r e spon s 1.11111 i e s on b o i i r d , o n d ^ 
e . w ] t h t h e p o s i t i o n o f t h e M u s t e r 
on b O ' j r d b e l n y a d e c k m^n . 
47 , l n c r e ; i s e d c h e c m n ^ o f s e i i f n r e r s 
by s h o r e s t i i f f . by r c c o r i l s . e t . c : 
o . l n p l i e s an a r i i u m p t i o n o l ' t h e 
1 r-r.v s p o n s I b i 1 i t y o f m o d e m 
sen r l i r e [ - 5 . 
b . Har i i ion i S C O w i t h t h e j i r e a t c r 
f r e t i u e n c y w i t h w h i c l i c r e w s 
c h a n g e and g e t l e a v e , 
c . w i t h t h e n e e d f o r c o m p a n i e s t o 
mee t I n c r e a s i n s I c c o l r e q u i r e -
m e n t s , 
d . w i t h t h e n t i c d f o r s M p a t o 
m a i n t a i n s c h e d u l e s , and 
e . -.vi t h C h a n g 1 Mi; r e l a t i o n s h i p s 
b e t w e e n b u n k e r s , s h i p o w n e r s a n d 
s h i p p e r s { c u s t o m e r s ) , 
f . C o n f l i c t s w i t h I n d i v i d u n l d e s i r e s 
t o e x e r c i s e d i s c r e t i o n and t o 
d e m o n s t r a t e c o m p e t e n c e on t h e j o b , 
g . and w i t h a t t e i i . p t i i t o r e d u c - l u b o u r 
t u r n o v e r and f r u c t r a t i o n . 
4 8 . 5 t i j r t o f c o n t r o l f r o m s h i i :.o 
s h o r e s t n f f ; 
u , I m p l i e s more e x t e n s i v e k n o w l e d g e 
more s p e c i a l i s e d s k i l l s h e l d by 
l i i i o r e s t a f f . 
b . i ^ a r n o n i s e s w i t h f r e n u o n c y o f c r e w 
c ) i i i n : j e . i , 
c . w i t h i n t e r - c o m p a n y t u r n o v e r , and 
d . w i t l i i n c r e i i s i n s r a t e o f l a b o u r 
w a s t h s e : jnd r e p l a c e m e n t I n M . N . 
e . C o n f l i c t s w i t h t r a d i t i o n a l b e l i e f s 
on d e c i 3 l o n - m a ! ; i n g p o w e r s o f M a s t e r 
and s e n i o r o f i i c e r s , and 
f . w i t h t h e p e r c e i v e d power o f t h e 
M a s t e r ( b y t h e c r c v / ) . 
05 .78 . 55 -50 .90 
• 57 -74 . 5 5 .00 
•01 ^74 -55 -SO .90 
.75 .72 .62 
.79 •OS . 5 8 
79 -72 .58 
52 . 4 8 
57 ••14 
55 ; 3 0 , 
55 MO 4 7 
• p -40 
58 3 8 
.-14 -Zl -55 - 4 0 -20 
•48 ^59 -Ol -60 -34 
;18 -70^ 
•'V 3 ^70 •61 -CO 
•48 •65 •01 .00 •84 
•48 •56 •50 0 0 "17 
•44 •4 8 •SO • 4 0 • 53 
.52 . 5 0 . 5 9 .50 
•18 •sn •50 '.10 • 74 
•50 .o-i -4 2 
•71 -58 -54 
.75 -66 -54 
•7 5 -GO .54 
•75 -GO .54 
.58 . 4 7 .4?. 
86 . 7 5 . 61 . 69 .45 
03 .75 .77 . 66 -45 
.86 .86 .64 .72 .70 .70 
• 8 6 VOO .64 .72 .32 .70 
. 8 6 VOO -64 .72 .82 -70 
•65 . 7 5 







. 8 0 
.50 . 4 0 
.38 .50 
62 
48 .2 9 57 
27 
i. — . • 
•09 •1 7 
1 .7 0 
• 05 
50 ' 50 .45 ..30 
.75 -62 .55 . 8 0 
75 .77 .55 -45 
75 .73 .58 .45 
.29 -14 -1 8 . 22 -55 . 50 
50 . 5 6 
3 3 -1 
80 . 63 -05 .58 4 5 
30 -75 .05 .4 5 .30 
02 . 4 5 . 4 2 1 - 4 3 .75 . 5 4 .45 .•_40 
,79 .57 
71 •SS -50 
,52 .59 
48 .56 
•57 . 5 6 
44 ^59 
:50 .40 
. 5 0 . 4 0 
.44 •SO 






71 .55 . - i i ; ) -64 
•80 .71 .05 .43 .45 
.80 .71 ^75 ^78 .71 -70 
WO .71 .64 .78 •OS -GO 
VOO .71 .73 .83 .71 ^70 
1.00 -71 .55 .72 ^71 -70 
-43 -29 -55 .50 .47 . 6 0 
•57 -29 ^55 -55 -53 10 
1.00 .71 .64 • 7 8 . . 7 1 .70 
.00 .53 
.08 .64 
• 62 • 51 
" 
-3y 
• 07 •53 • 38 




•75 -62 ^52 ^45 
• 03 .02 .52 .45 
50 . 5 4 . 4 8 . 4 5 
50 . 05 - 4 5 . 4 0 
CSQ .54 -48 . 4 0 
7 .71 *75 .67 
7 .71 .73 .07 
'71 . 7 0 
G5 . 00 
.57 .57 -46 . 5 0 .59 ^60 
•71 .43 -53 . 61 .4 1 . 4 0 
,43 . 29 .36 .30 -35 ^40 
•00 .07 
4 3 . 5 3 
vJO •53 





.38 . 51 
4 8 •61 
o 
- J 
T C u r r c n t c h a n g ^ a I n aone s r t J p p l t i j 
co^Tipanlcs : ( jruun U.-i 11 ons 1 :Con i d . ) 
I'J . yu \ t l^cftn irj'l o f _ rn<l_^ _ni;i K I j -
CM'i^ M ) f ' t I on < •» 1 ti l I'l'- '• 
[ T c c 1 M-1 y , I* suippoacd \ ; o ; i t r o l 
T.tit: y. int T . 
b . C o n l l l c t s r o l e c L i r l t y I n 
t h f v - a c c r <fic t s c o n f u s c J o v e r 
h i i ( t r c c l J ' : p o s i t i o n In i l io C o . ) . 
50 . C ^ r / ••^n^ II .M 1 Fi ij liv !.l or-- - I u £ £ : 
o . i i i ' l l c s c ' j i . ; i . i / iy ' s hl>;li n.;t:il to 
r-'iliiC'.^ p o r t t J i r c . 
u r *-'•. : : > » , 
C . " i l h tiio - o c h an i z i i t i cn of c j r ^ o -
h.ir.ii 11 , .ind 
t j . w j t f i Jn itf ij^"'•'^'^ l r . i i i . - » p o r i . 
e . C L . r i f n c t ' 1 -111* ttie Job S y t l B -
r . i C t . l o n o!' di 'cK o f f l c e c s . 
51 .J_^j.-._t_o_i;\ '^ ' 'Jv_.:>or-_ ' T ; 
, i . (•' , !• J L o i;' • ny' a nt: •-•d to 
u V .^ 1 d t i f i - i.'' ",*n a . 
b. M.tr '.oti U wl t:i l u c r e s 3 r d 
coni;»l c * 1 l y of i p m b C h l n c r y . 
c C o n f 1 I c til wUl t j o ^ B h t l b f d c t l o n 
o f c ; i > : i n r . T o r r j c c r - 9 . 
ACE 






,C3 . 5 0 .30 .37 
59 . 3 9 -40 . 2 S 
.74 .50 . 0 0 . 84 
.70 .50 •GO .8.1 
.07 ^''< ' C O • 8-» 
.74 .50 *tiO .S4 
Jt 30 
j o : 
3 f l I SM U O E O C 
.50 . 4 3 • i - * 
54 . 4 0 .29 Z6 . 5 8 .4^ _ _..15 
CO-TANY 
vy OS CT T PS 
35 .Sd • ! « 0 0 .47 
-•0 • 3? . J O . 0 ; 
cv.r.i '1 ri'IN-': 
•111 
.1 I f j^'. 1 ^ I 
K O ' M I I I / J 
iVMch li.-r/i> 
l i ^ j l n l n ^ 01 
w i t h c t i r c c r 
\ \ H : * ;.^;tl.r. 
dvi- >:-t'. •n:*-
. w i t h t r . i d l t 
. H l L h L r a d U 
r c -tpona 1 b 11 
t n ^ i i i c u r b : 
M J * t ' :r , Bni: 
. w i r h I .e j f 
.1 L T (.vO(inic;(I s K l i l s . 
l n ' i rfiili I n c r e a s e d 
n.ir im: c n ^ in,^ur 9 , 
. . r s * J o b s a t l r t f n c t l o n , 
e c v c lopncrn . o f 
• . Ions or* t e c h n l c o l 
I ' . ' i c u r r e n t l e v e l o f 
kiW: i n -I'^ck o f r i c e r o , 
l o n . i l p . - i t tc . -nj o f 
U i c a * l t i i LMilcf 
ln;i r c s p u n i i b l c to the 
'b ? . . t J - > r u L t l o n of deck 
(i''ck r a t l n i j s . 
.'JSS. ' - i U.'JL'' L£l* o f ^ : i l n f i ; 
r e a t r l c t o d to a p c c l f l c 
.e4 -QB '5^ 
•?f. '5.1 
-CO .54 
.58 .40 . 35 
• A 1 
• no 
.3S_ 
so •TS .P5 . - . 'JS^-V) 
. 3 6 ' j 75 ". ao" . 5d .31. 
,50 .50 - G : ^ • I S 
37 • J Z .10 .53 3H ^30 .27 
•05 . 7 8 .01 .90 . t o .79 .70 .77 
•70 *fl5 •61 .80 • 90 •88 .72 .7 7 
.70 •74 .61 .70 .03 .57 £S .09 
.70 .82 •Ot •70 .79 .79 .70 .73 
•82 •55 .BO .7y .75 .70 .73 
•01 •74 • 0 ; •00 • ce • 1 : .r?__ • 77 
. 57 •59 '61 . CO .08 .71. J 3" •5-1 
5 3 . l ^ i r ^ . i s . - y . _ ' . 
a . ;i c I n.» s n i p s 
t r - i i l c s . 
b, U r * i i U » III Improved c o n i n c r c l » l 
r f f i c l f i ' c y , 
c . C o n i 1 J c t t w 
f o r v a r i e t y 
i t h s c a r n r c r ' s s e a r c h 
ntiO t r . i v c l . 
52 •SS .53 - 4 0 .53 
,44 . 63 .50 . 40 . 7 4 
70 .74 .01 ,90 . 8-v .88 .68 .73 
70 .78 •61 . 9 0 . 00 .79 •77 .73 
57 •59 . 4 4 • eo •33 •07 . 49 •4r 
58 .-l? .58 
.07 .51 .54 
t'3 
.14 29 .55 .39 .41 
• 14 . 4 3 . 40 .33 0 9 
.80 •80 . 75 .78 . 7 ) 
. 3(1 . Pfl .75 •78 .71 
. 80 .80 .73 •7 8 •71 
. 8 0 . 30 -73 .7a .71 
•43 •57 .55 .50 .•17 
V.00 .80 .78 .L;5 
I.OO .80 . 6-; .7a .03 





.43 • 5G 
3 5 .50 
\rQ 100 3! VOO VOO ^75 -33 -82 
100 A.00 ''>8 •72. 
.71 -75 .35 .7^ 
•SO '88 . 9 2 .•?7 .35 
.US 1OO .95 . 7 / •SS 
.C4 -28 .77 -7: .35 
.71 .38 -05 . 0 : .35 
•50 .75 .OS -A^ -ys 
•71 -03 . 0 2 . 5 5 -35 
9 6 ypO • 92 -6'.' -40 
'.'3 lOO -92 .72 ^ 0 
VOO t o o • 73 . 83 '82 -70 
.7t -71 .73 .72 .05 .CO 
.80 .80 ^73 •78 '7C ^70 
. 8 0 .66 -04 .72 .70 *70 
.05 . 0 9 
.63 •O? 
• 05 ^58 
.•;5 - 07 
.35 . 5 0 
.08 . 0 9 
.<J3 . 50 
.2 8 ..12 
•85 ••*3 -55 ^07 
.71 -71 -to - 5 5 
.71 -29 . 3 0 .SO .53 .70 
43 .7 5 . 6 
. 80 .57 •<? .07 .59 '(-0 
.80 .80 .73 .78 .70 .70 
K ) 0 -60 .73 •63 .70 -70 








53 . 1^ 
.70 .75 
.70 •ai 
( C u r r e n t c h a n g e s - t e c h n o l o g l c o 1 -
c o n t i n u e d ) 
54 . L o n i - e r v o y a y c s t 
o . I i c q u i r e s s p e c i a l a t t e n t i o n t o be 
S i v c n t o t h e " l i f e " s i t u a t i o n a n d 
t o t l i e r e l i e f o f t e n s i o n on b o a r d . 
b . L o n g e r v o y a g e s r e s u l t i n b u i l d u p 
o f t e n s i o n on b o a r d . 
d . C j i u s e s lo ' .ver c r e w m o r o l e . 
5 5 . . S h o r t e r t i m e i n n o r l : 
n . M e a n s i e ^ s t i r r ie l o r r e l a x a t i o n 
"a-.v;.y f r o m t: .- ; s h i p " , und 
b . i n c r e a s e d p e r s o n a l w o r k - l o a d s i n 
c a r g o - h a n d l i n g and ma I n t t : n a n c e , 
c . H a r n i o n i se s w i t h i m p r o v e d c o m m e r c i a l 
e f f i c i e n c y . 
d . C o n f l i c t s w i t h r e c r u i t s m e e t i n g 
t h e i r e x p e c t a t i o n s t o "see t h e 
w o r l d " , and 
e . w i t h t h e s a f e r e l e a s e o f t e n s i o n . 
5 6 , I m p r o v e d r a d i o commun l e a t j o n s : 
o.t '^eans I m m e d i f i t o a c c e s s t o h e a d -
o f f i c e by s h i p & v i c e - v e r s a , a n d 
b . r a p i d c o m m u n l c n t l o n b e t w e e n 
s e a f a r e r s a n d • f a ml 1 i e s . 
c . W h i c l i r e s i i l t s i n s r e u t c r c o n t r o l 
f roil ', t h e s h o r e , and 
d . i n c r e a s e d commerc i a l e f f i c i e n c y , 
e . Caui;e.^ c o n f l i c t s v ; i t h t r a d i t i o n a l 
b e l i e f s a b o u t power a n d r o l e o f t h e 
M a s t e r . 
5 7 , U n m a n n e d e n ? i n e r o o m s : 
• . M e a n s t h a t t h e o n l y g r o u p r e m a i n i n g 
n5 v : n t c h k c e p c : ' Q a r e d e c k o f f i c e r s 
ond r o t i n i ; 3 w i t h f u r t h e r i s o l a t i o n 
f r o m r e s t o f c r o w , 
b . Hiarmonl se s w i t h i n d i v i d u a l d e s i r e s 
by e n g i n e e r s t o g e t on w i t h t h e 
" r e a l " Job o f m e c h a n i c a l m a i n t e n -
a n c e . 
c . C o n l ' U c t s w i t h D . T . I , r e t n I r c m e n t s 
f c r e n j ; l n e o r s t o o b t a i n w a t c : i -
k e e p i n g t i m e , and 
d . w i t l i c ; 3 p i r a t i o n s o f soi::e e n t : i n e e r . 
o f f l c e r u t o become n d n i n i s t r a t o r s / 
m a n a g e r s . 
ACE 
23 29 32 38 48 
•70 .78 •55 •70 •58 
-65 .67 .55 .50 •53 
•70 . 8 2 .61 . 8 0 . 9 0 
•65 .74 •61 . 90 .34 
•61 .74 •55 •90 •95 
.74 .73 -55 -80 .84 
•57 . 70 . 4 4 .70 •GS 
wO .74 . 50 ..70 -47 
•70 
WE P S 
21 30 3S 
•BO • 95 
52 -63 .44 -70 .74 
4 8 .70 -39 .60 -53 





J 0 3 
S M N:A D O E O C T 
. 79 1.00 W ? 0 ^ ^ 6 ^ . 4 0 
. 4 3 1-00 ^ 6 :C2 _ . 4 0 
.43 .38 - b l .55 . 40 
.73 • 33 VOO 
.73 . SG 1-00 








•70 . 67 •50 •SO • 95 
•5 7 .63 ' 50 •70 •79 
_^ _7_3_ . j S 0 _ 
. 4 8 . 48 .33 •30 •21 
•52 .56 . 44 •go. .68 
•48 •56 •44 •80 •74 
38 . 74 •69 1.00 1.00 
84 • 66 •69 •93 .83 
79 •53 •65 •80 • 75 
34 . 70 •CO .93 • 33 
50 .38 •2 7 .21 . .^8 
• 6 2 . 5 3 . 0 2 
•71 .49 .62 
.67 .55 .32 
53 -55 -50 
•74 -75 . 6 9 -52 -30 
•79 .88 .65 .52 -30 
•79 -33 .69 .55 oO 
36 VOO -69 .53 -25 
COMPANY 
CM PM CS CT FT P S 
•71 .SG .73 . 72 .76 - 70 
•57 . 2 9 ,64 . 6 1 . 4 1 50 
•86 -86 ^73 .78 .76 ^70 
• 80 . 3 6 .73 ^78 -70 - 70 







.61 -65 .50 
,55 -Sy . 60 
1.00 1.00 -64 .78 .82 .70 
86 100 -55 . 6 7 .81 70 
'80 •se -46 .61 -76 .70 
36 1.00 . 0 4 .72 •82 70 
•2 9 -14 .1 8 .22 •3 5._>?Q 
• 71 •SC .46 • 55 -71 .GO 
86 ^71 • S S .G7 .05 . 6 0 
•86 -71 -V6 -61 . .71 -70 
-71 -00 •46 •SS -35 .60 
T Y P E 
T L 
.70 .78 
. 6 5 ^75 
-G3 • 6 4 
•73 . 7 8 




68 . 69 
.63 .53 
70 .75 







?3 19 J : 39 i f l 1 30 53 
J O ? 
SM .^ 'A UO EO CT 
( C u r r e n t c h n i E e ? ' - t c c h n e l o < ; l ' : i i l -
c o n t l n u ' - d ) 
r*- [11 .,f-..r I'l- r ; 
a . K c - i u l r c s n c e r s s to l « r g c , c o a t l y 
••toe!*.-' or s p . i r c r s . 
' j . :. .'.yn I ' c s t* l th - i i iort t ime I n p o r t . 
C . J i l l I ' : J c'. i I ' l L l i i v lilii.'i i O e n l r e s 
•,0 i l ' - . l U i i - . t i ; t j i -r - ioi 'd 1 c r i i f t 
COJ <;••• L i.'iic (•• • .>nO 
c . . « J i ! i c . i r c c r lii'VL-1 o p m - n i . 
5y . H I i i u " •! M,.i i n t . * ; i n f c ; 
n . ] i i . i>i t r s niM'j Lo k.f<-p s h i p mu I n -
t . i l n . ' . l t i c r o s s v r r y r . i p l d c r e w 
Cli. :•• •*. 
b. M - r i I ' l l ^ . . * ' . i^ltn 01 ore l;i 1 
c f l i ' t c r y by i.vot'l i f s 4 ' : J j y , a n d 
c . " l t . : i i l i u r r t i w i n k : c o ' n i i l c t 1 1 V of 
r-:.c ; i i i i ' . -ry . 
d . L 'LMii'l i c t « \'lit\ l i u i t v l ' iu : i 1 t i e s l r e a 
10 u i T r c l s L - i l l « c r ' : t i o n i.nU l o 





.32 .72 -BO .'JO 
•65 .72 •oO - J O 
.70 ' 7 i 
.70 .73 
58 ..JO -58 
58 ••:3 -e: 
8B .72 .81 
3d .77 .81 
"eS -72 '70 -"iO | .83 -70 . 8 1 
35 -48 . 5 0 .20 .52 
fiO . S'-i.i 1 1 ' T » r r r f J ; 
• . k c f t ; i p o ( i i^-ncc •xni* Jn r e m a i n d e r 
l>..111.1 l i ' . i i l J f s loi i i : i lixerts on Bnd o C r 
d . lt . ir-LOii I ICS w n t i c O T i M f l r c l n l 
ri'\ tc l ' ; n c y , J ni l 
e . < -Ur i c u r i i ' n t r ' : c r u U l n s 
o i r r j c u i - . i c - . 
r . C o n f t l c t i " i t h g r o u p I r j s u r * 
: j c t ' v n , j e 9 , and 
h . f l L . ' i t r - ' i ^ U l o n . . 1 o f r i c e r - r M t l n g 
d 1V 1 s 1 on 3. 
0 I . V ' " " ^••-r . W i 
; . I 1 f •• n 
t t . - '.: 
a . 
1 - n c - 4 
t in"^ I n 
I O J U ori s e n i o r 
m.'.T , :if.'l 
C.u n - r . l f o r r u r i l i ' T r t luc . i t . ton Pf 'd 
Mior*" -r»!Co;;r> 1 S"'! eu.» 1 1 1 c J 11 On 3 . 
d . lt. r o n ; . - c s W i l l i '^l^lj'.c r u l « * 9 , 
r i ' i ; » i l J L 1 0.1^ .m- l ^ l l n ^ s , 
e . vt l i i i .-hCOurHy I n . ; v o ' n s 
5« U c l i C0''ii i«n A , tinil 
r . w l t l . '.Ill' n -w ( i . N . C , O . N . I ) , iinil 
too . t 8 ; B 9 ..C.I? •'*0 
IJOO . t i . B S . G G ."fO 
CUM''ANY 




.7 3 .1(3 
.7.'. . 4 5 . 
.(,5 
..T ! -J *j • 2'1 ••SO 
T7' .1-1 •*3 •(i-1 •14 
,'J3 1-00 .^r. .72 ."IS 
y i woe i'>'* - r . ^ "*•> 
6C W)0 •73 .7'J 
.b'^ 1-00 ^73 
ec K)0 • s : -70 . t s •liC •ys .73 
41 ^0 '5'^ .14 .50 .54 .36 .35 





i t i . - 0 
.t*tJ -oO 




. 75 -78 
.76 .81 
. 73 .7.' 






.70 .61 .70 .90 
.74 ^ 0 .00 74 
74 .61 . 7 0 .84 
'33 .55 ^0 .90 
74 -55 .CO •SS 
50 .50 -r.O ".SB 
.1' "i. 
5. CiMiM . 'Ct! . " U r i c u r r e n t pr: iCt iC' . -
r . ' . o ! : t r»j < - jr !y c 0 -'"11 tn-L-nt to one 
€<• -..•oy , 
l n - M i i 11 . . d l l i c t u t i HiLitiiilns i . y » t < " H , 
i . « i i r . H«: . i !)bcncc of u " n o v l t i i . t c 
r.Cli'-iH.-, und 
J . " H r . k«-« .pinj i ;ni; lni:ci- cui lot f l n t 
C o i : i . f ; f f o r 2 y c t i r s b e f o r e r i r » t 
. G7 . 4 1 -TO .7y 
. 56 . 5 0 •CO .74 
.59 .50 •30 -53 
.59 .50 •SO .63 
•59 •1'* '30 
• 59 .44 .•.»0 .37 
. • 1 3 . - I S 
•57 
33 .10 .'17 
..JO '39 *50 •OS 
.7V 5 a .73 .93 .89 -61 /.9 .'10 •80 VOO .7 5 
•78 • 82 JO •70 •07 
.75 .53 ^3 •57 •eo .81 .09 J 5 • 43 .7t .73 -ax 
• 62 .70 •53 •09 
.71 .08 .75 .79 •VOO .61 .09 . 4 0 •80 •71 •73 
-78 . 7 1 .70 •70 • 09 
.53 .09 .16 •7 5 .73 .09 J 5 .eo .80 .04 .72 .71 .1.0 
.05 • 04 
.75 •51 CO •57 .8 8 -7 7 .00 .30 . 5 7 • 57 
.04 .71 •55 .70 • 55 •67 
.75 .-iQ .58 -5 7 •7 5 • 05 • 52 . 3 0 .2!) .90 . 4 0 
.3'.' -rs .50 • '1 S -SO 
,75 . 0 .62 .ec .88 . 7 3 .62 -4U .71 VOO .75 • 72 . •70 
.GO .03 .64 
1 
.r,o .58 .71 .58 .73 .02 . 4 0 . 5 : . S3 . 0 1 • G l 
•71 .to .58 .r,7 
1 
-51 •58 •Sfi • 75 •58 .58 . 30 •80 .86 .04 .72 •71 
.CO .58 . 53 
•4 7 •50 .04 •25 .09 .52 .55 .57 .71 .55 <: . 55 -10 • ^] 
.75 ..'.3 . 50 •79 • ia . 09 .58 . 35 .71 •83 .55 .01 .71 
. 0 0 .50 . 01 
• : i 7 -5 7 •03 •58 •55 5 ^ 7 J _ .4.\_ _ j j 3 :77_ r. -. .1 " ' I L . . r r 
.50 
. ^ 
. 1 1 •J j ..' 0 ..••8 -5W .r'2 .50 •2 9 r — 
1.7 •.1 • • 2 7 •57 .03 •40 . 4 5 .25 .57 • 57 .27 •39 • 53 • 50 
,3_5_ 
.t7 '•A 7 .ri4 •(i5 •62 .41 •3U .17 •71 .4 0 .50 .65 .CO 
.53 
( C u r r e n t c h a n s e a 
c o n t l n u e d ) 
s o c i a l -
G 2 
c 
Lont^er g h o r e t r u l n i n ; ; ; 
I f ; : p : i e s h i g h e r t r a i n i n g c o s t s nnd 
L i ; r e a t o r number o f men n e e d e d . 
I l a r s i i o n l s e s w i t h c o p l n ; i ; w i t h f u t u r e 
c h a n g e s i n . s h i p p i n g , und 
w i t h f u t u r e c a r e e r d e v e l o p m e n t 
a s h 0 r* e , 
C o n f l i c t s w l t t i c u r r e n t r a p i d 
I t ^ b o u r t u r n o v e r . 
6 3 . l i a r s : - iu l l e i s u r e a c t i v i t i e s c o n t r o l 
Jed I . V co:; . :»l i . t ' . 'es o f o i T i c e r s ^ / o r 
r a t i n i ; s : 
a . i ' o i n t s t o u l t i m a t e s i i l i t t l n g o f 
woi-k and l i f e i i r e o s a b o a r d , a n i \ 
b . t o t h e need t o d e c i d e wl io I s t o be 
t h e " W o r k s ; . :a r iugcr" , " P o l i c e m a n " 
and " M a y o r " ' . 
c . M. i . - i r .on l i i e s w i t h s a f e r e l e a s e o f 
t e n s i o n when c r e w s no l o n g e r g e t 
much t i m e a s h o r e i n p o r t , and 








s w l t c h l n g " . 
C o n f l i c t s w i t h t r a d i t i o n a l 
a u t h o r i t y s t r u c t u r e ' a b o a r d s r u p , 
C j i : - r v 1P^; W J ve ^ : 
j ^ e - i u i r e s f a c i l i t y t o be e x t e n d e d 
t o r . ' i t i n r s . 
Warmoni i^es w i t h e n r i c l i i n x n u r r i a g e s 
a n d w i t h I m p r o v i n g s h i p b o a r d s o c i a l 
c 1 i m u t e , 
C o n f l i c t s w i t h t r a d i t i o n a l o f f i c e r -
r a t i n g d i v i s i o n s . 
c : i i P l o y i n t : w o n e n t t h o n r d s h j o : 
U e - i u i r e s r l ^ j h t c o n d i t i o n s . 
: iar' ir .onised w i t h m a k i n g s h i p b o a r d 
1 1 f e "more n o r m a 1 " , and 
w i t h m e e t i n g i i h o r t a g c o f m a l e s . 
C o n f l i c t s w i t h t r a d i t i o n a l . 
a 111 t u d e s , and 
w i t h t r M d i t i o n n l o r f i c e r - r o t i n g 
d i v i s i o n s . 
0 0 , ] nvo 1 V in- . : o f f i c e r s and r a t i n g ' s 
dec i s 1 on nak i » r 
a . I m p l i e s need t o a l t e r p a t t e r n o f 
r e a l and b e l i e v e d r e s p o n s i b i l i t i e s 
{ e . g . t h a t t h e ^ ;as te^ i s p e r s o n a l l y 
r e s p o n s i b l e f o r a l l happch-vngs ) . 
b . i ! a r : : i c n i s e s • , v j t ; i i j e n e r a l s o c i a l 
t r'-TiCiS a s h o r e . 
c . C o n f l i c t s w i t h t r a d i t i o n a l b u r e a u -
c r a c y a n d a u t o c r a c y a b o c r d , and 
d . w i t h t r a d i t i o n a l b e l i e f s and 
D i t . l t u d e s . 
AGIi v.-EPS J OD • COMPANY TYPE 
23 29 32 38 43 2 1 50 38 SM ^!A DO EO CT c*. PM CS CT PT PS T L 
•05 . 74 .55 .70 .7 9 •84 .02 •69 . 80 .75 . 4 0 .71 1-00 .5 5 _^G1__ •82 • .70 •03 •72 
• 05 . 78 . 5 5 •00 .79 •7 9 • 64 .69 •71 •88 -S9 .00 . 40 ^'5 7 .64 •01 •76 .70 -03 • 75 
•0 5 . 74 -55 • 60 .79 .79 •62 .69 •71 •88 j 5 5 ^ __;6G . 4 0 ^57^ _ : 8 6 .04 .61 .7 6 • 70 J33 •72 
•57 -67 .50 •GO .68 •79 •51 . 61 •71 •75 . 09 •58 -10 •57 _.8.6_ . 55 55 .71 .60 • 50 •69 
• 61 .52 .44 «"0 J 8 J 5 . 4 9 •50 -57 .75 . 69 .52 .35 . 3 6 .3 3 •7 0 .70 • 4 0 • 61 
. ' 57 . •44 •GO .53 .71 .3 8 . 4 0 •43 • 75 •58 . 4 5 •35 -14 •71 .36 .28 .71 .70 -30 6 8 
74 • 03 .61 •70 • 58 • 84 .62 •54 •79 . .75 _^5_ ^58^ •3 5 5 7 >00 . 1 0 .55 •07 
•70 •59 •07 •60 •58 •84 •55 . 5 4 .64 .88 .77 •58 .5 5 •57 .71 ^ 6 .JO^ •7] .70 •53 •67 
.48 . 4 4 .39 .50 .42 •0 8 .42 •50 . 50 •54 .45 •2 5 • 2 9 .71 »5 6 ZZ •59 • 50 •3 5 •44 
•61 •03 •67 •50 •58 .7 5 .55 .58 .71 .7 5 .51 •48 ..10 .5 7 .86 .'16 . 50 .7 1 .60 •53 • 67 
£\ . 07 .61 .68 •07 •62 .58 .04 .38 j85__ ^ 4 ^ _ _^_0_ .57 .71 .04 .61 'S^ .50 •63 .04 
•65 •59 •50 •30 •03 •58 . 6 0 .59 .64 - 75 . 8 1 '15 .35 . 7 1 .57 •55 .01 .4 1 .30 .63 •61 
•35 •4 8 • 50 •20 .4 7 •58 .3 6 . 38 .50 .3 8 . 40 .4 1 •35 -13 . 57 .55 •50 .53 •50 -JO • 39 
•05 •63 •,';5 •70 •08 ,._5_H_ .79 IJOO .81 .52 . 3 5 1-00 . 64 •01 •32 •70 .GO •61 
•65 .52 -55 .50 .53 .7 5 .55 . 4 2 •04 .83 •09 .43 .50 •5 7 •71 . 4 0 •50 .71 •70 •55 • 53 
•57 •56 .55 -GO .47 •79 .45 •50^ .57 .88 .69 -15 .35 .43 •71 .3_9_ w 1_^70, . ^8 • 56 
•44 .63 .55 .50 .74 .7 9 •55 -4 2 •80 .7 5 •73 •38 . 4 0 / 7 1 VOO • 04 •67 .71 . 50 .53 •56 
•35 •48 •55 • 2C .58 .•_3_8. .64 58 .50 <J8 .•10 •S7 •71 .55 •55 C9 . 5 0 -iZ • 34 
.65 •56 .55 . 6 0 .03 , 5 7 _ j_46_ .71 .75 •_85^ • 38 . 4 5 .40 50 .71 .00 •53 . 61 
•5 7 •59 .55 •60 •58 .7 9 •53 . 46 •57 .33 •45 . 5 5 •r-3 . 00 . . 1 8 .64 
•57 •59 • 55 •50 •53 •7 9 51 .42 • 04 -75 • 8 4 _ •_59 • 4 0 • 4 3 •S6 •55 •-U .60 • 53 .50 
•5 7 •56 .55 • 6 0 .53 .51 .4 0 • G4 . 75 • - 1 L - . 4 0 1 4." •80 • 55 iSO^ .00 53 •50 
2 3 
AGE 
2 9 3 2 3 8 48 
•.VEP5 
! 1 3 0 33 s !^ 
JOB 
MA D O E O C T 
C O M P A N Y 
GM P:-; cr. C T P T PS 
T Y P E 
T L 
( C u r r e n t c h o n g e s 
c o n t i n u e d ) 
s o c l a i 
G 7 . H e j e c 1 1 on o f w o r k f o r p u r e i v _ 
e c o n o m i c m o t I v e s : 
p.. i m p l i e s need t o r e a l l o c a t e t a s k s 
t o ra-.kt: flhipbotird j o b s more 
Cha I K: n^j i i i y . 
b . H a r i r , ' j : i l ses w i t h h i g h demands on 
d e c k o f l i c e r s i n c h e m i c a l , g o s 
and p a r c e l s t i i n k e r s . 
c . C'>n r 1 i c t s w i t h t r u d i t i o n a i m e t h o d s 
o f r e t e n t i o n by h i g h w a g e s . • 
^ ^ • t;i'tJ>^ Iri-S. i-iiu'ea J 11 y_Li_n_d e m p t i n e s s o f 
'••i: i)>:j(-:-r<i J o b ^ ( e . g . o f d e c k 
o i ' i ' l c e r s Jn s . ' i ips w i M j r e a l l c a r g o 
h a n d l i n g i s m-jch j n 1 ^ c d o r d o n e . b y 
s h o r e s t i i f t " i i U ' i wh- j i ' e a l l d e c k 
ma i n t ' j n a t i c e i s done by e n g i n e e r s ) : 
a . l r ; : p l l e s need t o c o n s i d e r r e a l ( a s 
o p p o s e d t o I c g i ^ l ) i-Ciju i remen t s o f 
f-o,T'j w o r k r o l e s , and 
b . need t u r e c o n s i d e r a l l o c a t i o n o f 
s h j pL-oard t a n k s . 
c . K e s u i c s I n i n c r e a s e d d i s t a n c e -
m a i n t e n a n c e ( 1 . e . b y M u s t e r f r o m 
o f f i c e r s and by d e c k o f f i c e r s 
f r o - i r e s t , o f c r e w ) . 
e . C o n f M c t s w i t h r e t a i n i n g d e c k 
o f f i c e r s a t s e a . 
0 9 . T n t r i . Q u c t i o n o f G e n e r a l P u r p o s e 
o . N c j ^ d g r e a t e r t r a i n i n g . 
c . M n r m o n i s e 3 w i t h g r o w i n g m e c h a n i -
z a t i o n o f s h i p s , 
d . w i t h ne.v f e . l j i - i c c o a t i n g s , and 
c . w i t l i l e s s d e c k w o r k , 
f . C o n f l i c t s w i t h t r a d i t i o n a l j o b 
r e s p o n s i b i l i t i e s , and 
g . w i t n t h e p o s i t i o n s o f j u n i o r d e c k 
and e n g i n e e r o T f i c e r s . 
More f r e q u f i n t leavc!^_: 
C o n f i r m s " r e p l a c e a b l e p a r t " 
m i M i n i n g s y s t e m w i t h r i g i d r u l e s 
aniJ t r a d i t i o n . T 1 J o b s , 
- J e s u i t s Ir. i n c r e a s i n g r u l e s . 
! : ; : r m o n i s c ' j w i t h i n d i v i d - ^ n l d e s i r e s 
t o i c a d n e a r no r : j ^a l l i v e s a s h o r e , 
and w i t f t t e n s i o n r e l i e f i n m o d e r n 
^ : h l p 3 . 
C o n f l i c t s w i t h a t t e m p t s t o r e d u c e 
r u l e s , 
w i t h a t t e m p t s t o i n v o l v e o f f i c e r s 
i n b u d g e t i n g & l o n g - t e r m p l a n n i n g , 
and w i ; h t h e f o r m a t i o n o f s t a b l e 
f r i c n d ; ; M p s . 
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7 1 - 5 5 . 5 0 
5 7 . 7 3 8 0 . 7 9 8 8 ^ 6 2 
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^52 .7-1 •a(5 ^ t P T T T 
8 4 . 6 0 
•70 ,50 
4 8 . 0 3 . 5 5 . 7 0 • 6 3 
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. 5 3 . 4 9 - 6 2 
• 7 9 . 6 4 . 0 5 
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5 4 
. 5 0 . 4 0 . 4 6 
7 9 - 3 8 . 0 9 - 5 2 . 3 5 
5 0 ^ 7 5 • 0 9 . 4 5 . 3 0 
. 7 1 . 8 6 . 5 5 - 6 1 . 7 1 . 6 0 
. 7 1 . 8 6 . 5 5 . 6 1 . 7 1 . C O 
• 4 3 . 5 7 . 4 6 . 4 4 • 5 3 . 5 0 
5 0 . G 4 
- 7 9 . 8 3 - 7 3 - 6 2 - 4 0 
SG - 7 5 - 5 9 . 6 2 ^ 3 5 
'J2_l^ ^ 6 4 . 0 1 - 7 6 . G O 
• 7 1 1 0 0 . G 1 ^ 6 7 - 7 0 . 6 0 
3 6 . 1 3 . 4 0 . 5 8 . 3 0 . 4 3 . 2 9 .2 7 . 3 3 . 2 4 - 2 0 
• 6 4 - 7 5 . 6 5 • 5 5 . 4 0 !. 4 3 • 8 6 ' 4 6 - 4 4 " 0 5 ' 5 0 
. 9 3 . 8 8 - 8 5 . 6 2 0 5 
8 6 . 8 8 - 8 1 ^ 5 3 - 3 0 
8 6 . 8 8 - 7 7 - 6 2 • S O 
5 0 . 5 0 . 3 1 . 5 8 . 3 0 [ 
.3 0 
• 0 9 -55 . 3 0 
. 5 0 ^ 4 1 . 3 0 
5 7 . 8 8 . 5 8 ^ 4 5 
5 0 . 3 8 . 6 2 . 5 5 
3 0 1.00 
3 5 
5 8 .3 5 
•7 9 I.OO .•S_5_./->a . 4 0 
5 0 . 3 8 - 5 4 . 4 5 - 3 5 
•^3 .•7_5 ^ 5 4 . 4 8 . 3 5 
l^iO - 5 4 . 4 5 . 3 5 
X L - k i S , -55 
71 - l i L . 55 
• 1 4 .57 . 4 6 
• G 7 • 8 2 • 7 0 • 0 3 • 6 9 
. 6 1 •7 6 . 6 0 • 5 5 . 0 9 
• 6 ! . 7 6 •GO • 5 3 •72 
. 6 1 . 3 5 . 4 0 
. 6 1 . 7 6 . 7 0 . 5 0 . 5 3 
.•33 •5.^ • 5 0 .35 . 4 7 
•53 . 7 5 
3 .6 9 
.3 3 . 6 1 
4 8 - 6 7 
.43 . 7 1 . 6 4 .55 - 6 5 - 6 0 
,43 .57 .55 - 5 0 -59 . 6 0 
• 8 6 . 3 6 .73 . 73 - 7 1 .60 
. 8 6 . 71 .73 . 7 8 . 6 5 . 6 0 
.43 . 2 9 -55 - 5 0 ^47 . 6 0 
43 -43 ^ 4 6 -44 .53 . 0 0 i 
I 
•2 9 •29 . 4 6 
4 5 .5.^ 
4 3 •SS 
. 6 5 . 6 y 
Ji5 .72 
.45 . 4 7 
.4 3 - 5 0 
•.;o .50 
25 29 38 43 
WE PS 
21 30 33 
J03 
Nj\ UO KO CT 
co:.;rANY 
GV. PM CS CT PT PS 
TYPE 
T L 
S f i C l A L kKMNANTS OF THE OLUER 
(>k i ;AM /.A I ' l u N 
7 2 . The i n M 1 t i l r y - t y j j e ninnnlrTt; s y s t e m : 
r j . H ; i r i i i o n i s e s w i t h t h e need f o r 
c o m p l e t e o b e d i e n c e i n c r i s e s , 
b . u K h t h e iissun^'id i r r e s p o n s i b i l i t y 
p f r j t i n > ; s A j u n i o r o f f i c e r s , 
c . \-. ' lf.h t h e r e c r i i i L m c n t o f r.\;'n llh 
; i i ; i b i t i o n s t o f je o f f i c e r s , a n d 
d . w l t h s h l p i ' i i i i ; r e s i l l y b e i n g t h e 
• ' M e t c h n n t S e r v i c e " . 
e . C o n f l i c t J w i t h t h e c0'ii:nerc 1 a i 
r e u i i t y o f ^ . h i p i ^ i n j ; , 
f . ^ v i i h t h e r e c r u i t m e n t o f i n c d e r n 
y o u t h ^^llO r e j e c t i i : i l i t i i r y s y s t e m s , 
g . w i t h t t \ e i n f r e n ' - t o n c y o f u c c i d e n t e 
a r. d c r i s e s . 
l u w i t f i t h e f o r i i i ; i t l o n o f l e i s u r e 
s r o ' . i p s i n s.^.n! l - c r e w s 5h i | .*3 , und 
i . w i c h t l : e p o s s i b l e f u t u r e s p l i t t i n s 
o f t f i e w o r k ; i nd l i f e a r e n o . 
7 3 . n c l l c f ? t h : i t t h e o n l y " r e ; i l seamen" 





H ; i r i ! i o r . i y 
OCCUpli t i 
e n g i n e e r 
O f f i c e r s 
Cor. r l i e t 
t u r n o v e r 
o n l y iiuir 
V/1 t h • o 11 
t e c l m i c i ' . 
ynU w i t h 
1.0 c0--:ibi 
O f f i c e r s 
es w i t h t h e ^ r c j i t c r 
ontA 1 n i c L i 1 1 t y o f t h e 
, r a d i o and c a ^ c r i n v ; 
i m d r a t i n g s , 
d w l t i i t l i d r e a ] J t y o f 
( d e c k p e o p l e s t n y at sen 
g l n a l l y l o n s e r t h : i n o t h e r s ) 
e m p t s t o i n c r e a s e t ! i e 
1 s k l l i H o f Jleck o f f i c e r s , 
p o s s i b l e f u t u r e u t t e m p t s 
ne d e c k a n d e n g i n e e r 
O n l y deck o f f i c e r s m:ty be o r o ' : i o t e d 
t.o e i]n:i:.i; n ( l : 
l i i i r m o n i i c s w i t h t r a d i t i o n , 
w i t h th<j c o m p a n y ' s need t o h a v e , i n 
c h i i r i j e o f t h e i h l p , a nan t - . i ^ t i l y 
c o : i i f i i t t i : d t o t h e c o n i n i n y ' a t ; o a i s -
s u c h h l> ;h c o f T i r s i i t t n e n t b c i : ; ; : : i ;o; 'C 
e a s i l y o b t a i n e d f r o m an O C C L : p j t l o n -
a l l y re.s t r i e t e d d e c k o f f i c e r t l i a n 
f r o m a i . iorc m o b i l e e n ^ i ' ^ c e r o f f i c e r , 
•61 .43 .50 . eo . 84 .79 .55 . 53 
.57 . 37 .50 .GO .63 .7 1 .4 9 .33 
-57 .56 .50 .70 .79 .34 .5 3 .54 
•57 •37 . 55 . 0 0 •68 .79 .•15 . 46 
.G5 .57 •5 5 .50 .53 -71 .47 ..1 2 
•61 .52 -55 . 7 0 • 58 jVS^ ^;53 
.^3 .2 6 .50 .50 .5 2 • 67 •2 6 •53 
0 1 . 4 1 .55 ..10 .63 .71 •4 5 .50 
.5 7 . 4 1 •50 . 3 0 . 63 .7 1 .4 5 .514 
.36 . 8 8 .77 .45 . 4 0 
-65 .63 .50 .70 .63 
,48 .50 .44 . 7 0 .SB 
•52 -59 - 4 4 . 60 .74 
•57 -52 -50 -70 -53 
61 .70 -50 •SO -90 
.71 .60 J « 
.62 . 5 1 -^0 
•62 .55 -58 
.62 .S I .59 
c . n n d w i t h t h e d e c k O f f i c e r - c a t e r 
c o n c e r n f o r w e l f a r e o f t h e c r e w . 
d . C o n f i i c t b w i t h i j . - o w l n i ^ m e c h i i n i a a t l o n 
e . w i t . ; i d e i . a r t : n e n t a l s t r u c t u r e I n head 
o f f i c e *\'here t e c h n i c a l o f t e n r ? n k 9 
above n . - u : t l c i ; l ( d e c k ) , and 
f . v > l t h t h e a s p i r i i t i o n s o f l o n i : -
s e r v l n . i ; e n ; ; i n e e r and c a t e r i n g 
o f f i c e r s . 
.57 . 52 .44 -50 . 1 2 
•48 .37 -39 . 30 -26 
•43 -59 .59 . 5 0 .68 
.52 ^74 . 4 4 .00 .42 
•18 -48 .44 .50 •SS 
50 -32 ..-^5 
62 . 5 1 . 50 
.62 -40 .54 
——*^  
•71 •63 •Ai . .3 . 35 
. 66 l-'JO .73 .45 .35 
.80 .03 . 65 .3 8 .35 
.57 •75 .6 5 • 41 .35 
.50 •S3 .73 .52 . 4 0 
.:>o • 63 . 54 .3 1 •25 
.50 .75 . 6 2 • 52 . 3 5 
</ 7 -50 J 8 . 43 .35 
-71 ;oo •31 .55 25 
.64 . 63 •54 .62 . 5 0 
.64 .88 •62 •62 30 
.64 .75 • 65 ••55' 00 
1 -93 •75 .39 •52 .5 5 
•36 .88 .77 .5 1 .35 
•56 •C3 -GO .17 • 1 5 
•71 • 65 •02 25 
.-:3 • SO .73 .02 o 5 
• 79 . 25 .53 52 25 
.86 . 86 .73 .73 •71 
.57 . 66 • 46 .50 •05 
-71 1^0 •64 •6 7 •62 
•86 • 80 .4 6 . 61 •7 1 
. 2 9 •SG .4 0 .39 .05 
•1 4 •30 .00 •39 •7 0 
-2 9 -43 •2 7 •28 ."1 7 
•43 •57 •55 •50 .59 
•4 5 -71 oO .39 -5 9 
.71 •7t .55 .61 .71 
.43 .86 . 4 6 . 44 .59 
.43 • 86 ' 55 . 5 0 :Zl 
• 5 7 •71 .30 
•B6 >00 .73 .7 8 JO 
70 
.58 . 64 
38 . 53 
.53 .53 
48 . 53 
-10 .56 
,4 0 . 0 7 
•2 8 .4 4 
.•IS .56 
.35 • 5i) 
00 -61 
•13 .64 
.29 .43 .64 . 5 0 . 4 7 .CO 
•4.; . 2 9 -55 i i f l ^ u i ? . 3 0 ! - 4 3 -55 
. 7 1 . 7 1 -AG -55 •OS . . 60 
43 AZ .46 .44 .53 .00 
;7 1.00 .36 .44 .76 . 6 0 
..13 • G4 
.4 0 . 04 
•68 • 58 
•4 3 .55 
•  •53 
•SO . 5 0 
.4 3 .64 
.35 .50 , 
( S o c i a l r e m n a n t s - c o n t i n u e d ) 
7 5 . O e i f i c ^ n i i - l l t i e s o f t h e M a s t e r ; 
a . ; i a r m o n : ses w i t h i s o l a t i o n o f 
-.he s h i p . 
b . C c n f i l c t s w i t h t!-.e r e a l i t y o f t h e 
s i t u a t i o n w i t h m o d e r n r a d i o , 
c . w l t h t i l - : ^ : a s t e r ' 9 l a c k o f 
eng J n e e r i ng know i r d g e , and 
d . w i t h t h e m e r t t a l h e a l t h o f t h e 
Ma s t e r . 
^ • j l i l 1 ^ ^ c f ' T e r s . o f a n y o n e 
'2 1"-' O:-! t h e o f f i c e " : 
a . i i V i n f o r c c s t h e s e a f a r e r s ' I d e n t i t y , 
b . and p i u / v i d e s a l i a f e r e l e a s e o f 
t c n - J l o n w i t h e x p r e s s i o n s o f b l a . n e , 
c . C o n f l l c C M w i t h t h e need f o r seu 
and s h o r e p e r s o n n e l t o work, more 
c J o i e i y t o g e t h e r . 
7 7 . K j x i d i : v o f r o l t i t l e s , c a b i n 
a l J o c a t J o n J T U I .".aloc'n f . C i i t i n i ' : 
a. i i a r ' i i on t.-i-js w i t h f r e q u e n t l y c h a n g i n g 
c r e w s and t h e need f o r men t o be 
a b l e t o J o i n a . sh ip and p i c k up 
t h e i r Jobs w i t h o u t c a u s i n g d e l a y , • 
b . a n d w i t l i t h e u n r e a l i t y o f c e r t a i n 
j o b s b e i n g t r a n s f e r r e d t o r e a l i t y 
o f f i n e g r a d a t i c n s i n r a n k s , 
t i t l e s and e a r j , i n g s . 
c . C o n f l i c t s w i t h c o p i n g w i t h f u t u r e 
s o c i a l and t e c h n i c a l c h . i n g e a , 
d . w i t h a t t e m p t s t o s p l i t t h e -.vork 
and l i f e a r e a s , 
e. w i t h l e l ; j u r e a c t i v i t i e s , and 
f . w i t h t i i e need I 'o r s e a f a r e r s t o 
e . x e r c i s e more c . ' i o i c e i n t h e " l i f e " 
a r e a a b o a r d s h i p . 
7 8 . Com.:'I'-• t e i ih sene t ; o f a " r > o v : ^ t . f '^ 
^t-hcr.iC .vhereby ;•. boy c o u l d t n s t c ^ 
t h e 5t;a l i f e b e f o r e com:;ii i t iriy_ 
h ' mv.: 1 f J 
3 . i i i : r . . ' .on I ' j c s w i t h b e l i e f s t h i i t many 
b o y s w o u l d ' come f o r a I n r ^ ; ' . 
b'. C'.in f J i c t s - .v i r i t o i l ; ; t t c i : : p r , s t o 
i f ; O j c c w : . s t a g o a n d t r a i n i n g c o n t s , 
c a n ' ! w i t i i t ! i c j - c a i i t y t l i a t many 
r e c r u i t s base t l v j i r c h o i c e o f t h e 
sea on b o y h o o d f a n t a s i e s . 
ACE 
23 29 3 2 ' 58 48 
52 .59 -33 .40 .53 
•57 -59 -44 .r.O .47 
•52 . 4 4 -33 . 0 0 .47 
44 •se .33 •so .42 
.61 .59 .50 . 0 0 .53 
.57 -63 .44 . 4 0 .53 
-70 .63 •SO •GO .5.' 
50 -39 .70 £ 4 I 84 57 40 
UEPS 
21 50 38 
•JOD 
SM MA DO EO CT 
,5d .51 .3e 
71 . 47 . 4 0 
07 .43 . 3 5 
5-^  - 4 7 .55 
.75 .53 
•67 ^49 -50 
•7 1 .57 -54 
•52 .44 .33 .60 .42 1.71 .38 
I 
•52 .56 . 39 - 70 3 .75 . 5 1 .35 
.48 -52 .33 •SO .68 t -62 ;5; 
-18 . 4S .33 . 5 0 . 5 8 [^Gj"^.5^1 
•35 
57 • 38 • 69 • 45 • . 3 0 
50 •50 •GO .55 . .50 
-5 7 •50 •50 .52 -25 
36 . 50 - 53 -48 -30 
6-i .75 .77 .43 .3 0 
43 •50 .77 . 52 .35 
64 .03 -31 •53 -30 
COM.'^ ANY 
CM PM CS CT PT rS 
29 -80 • 4G *:.9 .50 •••10 
.29 .71 .36 .33 .05 . 60 
14^ l-00_ .2 7 -22 ._71_ .50 
3 .4 7 . 4 0 .14 .57 .36 




50 .05 .50 
3 3_ __• G 5 -GO 
86 98 81 45 30 
50 .7 5 ^09 .31 . 20 
'71 .75 i 7 3 _ . 3 3 ' 3 0 
7t -75 jG?.^^41 -25 
I .C4 .75 .53 .34 .30 
. 4 3 .?3 .70 .63 \ -}9_ -3 
52 . 4 6 .35 .60 .53 1.71 .34 . 0 4 
•61 . 4 1 ^33 ^70 ^53 
61 ^52 -33 . 60 •SS 
.67 . 4 0 . 5 0 
•62 .45 ^54 
.79 .75 '53 .41 -25 
57 .50 :G.5 _. 4 1 . 30 
71 -03 .50 -43 . 3 0 
•57 .03 .62 .52 .30 
TYPE 
T L 
86 86 64 72 71 60 
43 . 5 7 .46 .41 .55 .50 
•57 . 8 6 -56 . 4 4 •OS •SO 
•57 -86 . 36 ^44 . 6 5 -50 
57 -71 .3G .44 . 5 9 .50 
•57 VOO ^ZC^ .44 .70 GO 
57 .57 .55 •SS . 47 • 4 0 
71 •71 .30 .5C .65 • GO 
4 3 5 0 
•15 . 5 3 
38 .42 
. 4 0 . 4 7 
50 -53 
4 5 .53 
63 53 
r5 ^39 
;o • 50 
48 ^44 
,48 ^39 
48 . 3 9 
. 4 3 ^71 .46 . 4 . • 65 ^60 
4 8 . 5 0 
4 0 • 55 
•61 
2 1 5 
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A s an i n t r o d u c t i o n t o t h i s s e c t i o n o f t h e r e p o r t a n d i n o r d e r t o 
h e l p l a y r e a d e r s to u n d e r s t a n d a l l t h a t f o l l o w s , i t may be a s w e l l 
t o o u t l i n e c o n v e n t i o n a l m a n n i n g s y s t e m s and m a n a g e r i a l p o s i t i o n s 
i n head o f f i c e s of s h i p p i n g c o m p a n i e s . 
I n t h e c o n v e n t i o n a l l y m a n n e d , B r i t i s h t a n k e r o r c a r g o s h i p , t h e t o t a l 
c r e w i s d i v i d e d alon>.; two d i m e n s i o n s - by d e p a r t m e n t (sh.own h o r i z o n -
t a l l y ) and by r a n k ( shown v e r t i c a l l y ) e . g . 
Ma B t e r 
C h i e f Mate 
2nd Mate 
3 r d Mate 
2 Deck C a d e t s 
C h i e f E n g i n e e r 
2nd E n g i n e e r 
3 r d E n g i n e e r 
4 t h E n g i n e e r 
3 J u n i o r E n g i n e e r s 
( E l e c t r i c i a n ) 
2 E n g i n e e r C a d e t s 





!3 0 s u n 
Stor-e k e e p e r 
( C a r p e n t e r ) 
9 A b l e s e a m c n 
1 Deck Boy 
(Pumpman) 
Donkeyinan 
S t o r e k e e p e r 
f> F i r e m e n / 
O r e a s e r s 
C h i e f Cook 
2nfi S t e w a r d 
2nd Cook 
3 A s s i s t a n t 
S t e w a r d s 
1 Ca t e r i n g 
Boy 
o f 
- ) -a 
O f+l 
fO >"3 
T 1 > 
in 1 - 3 
'A. 
O 
Deck D e p t . E n j n e D c p t« C a t e r i n g Dept R a d i o D e p t . • 
V a r i a t i o n s 
s h i p s e . g . 
5 J u n i o r En 
and some ca 






o f t h e above m.anning scheme may be f o u n d i n p a r t i c u l a r 
some s h i p s c a r r y P e t t y O f f i c e r M e c h a n i c s i n p l a c e o f t h e 
g i n e e r s ; some c a r r y E l e c t r i c i a n s : t a n k e r s c a r r y pumpmen; 
r r y t r a i n e e r a t i n g s . The most s i g n i f i c a n t v a r i a t i o n i s 
t i n g s a r e c o m b i n e d i n t o one " G e n e r a l P u r p o s e " g r o u p . 
s c h e m e s i n u s e a b o a r d t h e s h i p s v i s i t e d i n t h i s s t u d y a r e : 
I n a d d i t i o n t o t h e a b o v e , she c a r r i e d one e x t r a C h i e f MaT.e 
and one P e t t y O f f i c e r t r a i n e e m e c h a n i c . A l l O f f i c e r s a n d 
R a t i n g s w e r e E u r o p e a n s . A s w i t h a l l s h i p s i n t h i s s t u d y , 
she c a r r i e d a pumpman. 
A s a b o v e , e x c e p t no Deck C a d e t s b u t , i n a d d i t i o n , s h e 
c a r r i e d one t r a i n e e m e c h a n i c a n d f o u r t r a i n e e e n g i n e r o o m 
r a t i n g s p l u s t h e i r e n g i n e e r t r a i n i n g o f f i c e r , 'i'he w h o l e 
c r e w was E u r o p e a n . 
T h e s e s h i p s e a c h c a r r i e d an a d d i t i o n a l 2nd M a t e ; P e t t y 
O f f i c e r m e c h a n i c s v . e r c c a r r i e d i n p l a c e o f t h e J u n i o r 
E n g i n e e r s ; t h e o f f i c e r s w e r e E u r o p e a n s and t h e r a t i n g s 
C h i n e s e / 
T r a d i t i o n a l l y , the M a s t e r comes o n l y f r o m t h e r a n k s o f t h e d e c k 
o f f i c e r s ; e n g i n e e r , c a t e r i n g _ a n d r a d i o o f f i c e r s c a n n o t be p r o m o t e d 
to command. W i t h i n t h e o f f i c e r g r o u p s i t i s v i r t u a l J y i m p o s s i b l e f o r 
a man to ct iange d e p a r t m e n t s a f t e r he h a s been r e c r u i t e d i . e . d e p a r t -
m e n t a l c h o i c e on r e c r u i t m e n t i s a l m o s t i r r e v e r s i b l e . T h e r e i s a l i t t l e 
d e p a r t m e n t a l s w i t c h i n g among t h e r a t i n g s - a move w h i c h i s a c t i v e l y 
e n c o u r a g e d u n d e r the new " g e n e r a l p u r p o s e " s c h e m e s . P e t t y O f f i c e r s 
do no t s w i t c l i d e p a r t m e n t s o u t s i d e t h e g e n e r a l p u r p o s e sch iemes . 
- 21 G -
The R a d i o O f f i c e r may be e m p l o y e d d i r e c t l y by t h e s h i p p i n g company 
b u t , more com .Tonly , he i s e m p l o y e d by t h e owners o f t h e r a d i o 
e q u i p m e n t and i s t e m p o r a r i l y a p p o i n t e d to one company o r a n o t h e r . 
Both Gem and P o l y c h e m a r e d i r e c t e m p l o y e r s o f Radj .o O f f i c e r s , 
The g r e a t e s t m a j o r i t y o f e n t r a n t s to t h e L i r i t i s h M e r c h a n t Wavy a r e 
s c h o o l - l e a v e r s be tween 16 and 10 y e a r s o f a g e ; i n f a c t i t i s a l m o s t 
i m p o s s i b l e to e n t e r a s a deck, c a d e t a f t e r t h e age o f 2 0 , Most e n t r a n t s 
to t h e r a t i n g ' i^roups u n d e r g o a p r e - s e a c o u r s e o f b e t w e e n 8 and 14 
weeks* d u r a t i o n a t one o f the N a t i o n a l Sea T r a i n i n g S c h o o l s . A l l d e c k 
and e n g i n e e r c a d e t e n t r a n t s u n d e r g o : 5 or 4 y e a r p i i a s e d t r a i n i n g 
s c h e m e s ( t h e l e n g t h d e p e n d i n g on a c a d e m i c q u a l i f i c a t i o n s ) i n v o l v i n g 
t r a i n i n g a t C o l l e g e s and a b o a r d s i ^ i p . 
The f a c i l i t y does e x i s t f o r d e c k r a t i n g s to t a k e v a r i o u s c o u r s e s 
and e x a m i n a t i o n s to e n t e r t h e d e c k o f f i c e r g r o u p b u t t h e number 
d o i n g so i s v e r y , v e r y s m a l l . Some e n g i n e e r r a t i n g s may a t t e n d 
c o u r s e s and e n t e r t h e e n g i n e e r o C f i c e r g r o u p b u t , a l t h o u g h s l i g h t l y 
h i g h e r t h a n t h e deck r a t i n g s , the . -number wtio do so i s v e r y s m a l l . 
W h i l e a l m o s t 100% d e c k o f f i c e r s commence t h e i r c a r e e r s a s d e c k c a d e t s , 
l e s s t h a n h a l f t h e e n g i n e e r o f f i c e r s s t a r t i n t h i s w a y ; t h e m.ore 
common e n t r y i s by f i r s t s e r v i n g an a p p r e n t i c e s h i p w i t h i n t h e 
m e c h a n i c a l e n g i n e e r i n g t r a d e s a s h o r e and t h e n a p p l y i n g f o r d i r e c t 
e n t r y a s a n e n g i n c e r o l f i c e r . 
A l t h o u g h c a d e t s chemes f o r c a t e r i n g o f f i c e r s h a v e r e c e n t l y been 
i n t r o d u c e d , t h e overwli e l mlng m a j o r i t y o f C h i e f S t e w a r d s h a v e a d v a n c e d 
f r o m t h e c h i e f cook or 2nd s t e w a r d g r o u p s . R a d i o O f f i c e r s counnence 
t h e i r s e a c a r e e r s a t a 2}^ y e a r c o l l e g e c o u r s e . 
I n o r d e r to g a i n h i g h e r r a n k , a l l d e c k and e n g i n e e r o f f i c e r . s h a v e to 
pas.s e x a m i n a t i o n ^ s e t by t h e U . K . U e p a r t m e n t o f T r a d e a n d I n d u s t r y 
( f o r m e r l y t h e Hoard o f T r a d e ) ; R a d i o O f f i c e r s ' e x a m i n a t i o n s ai'e s e t 
by the P o s t m a s t e r - G e n e r a l ' s d e p a r t m e n t ; C h i e f S t e w a r d s do n o t h a v e 
to t a k e any s t a t u t o r y e x a m i n a t i o n s a l t h o u g l i they do t a k e e x a m i n a t i o n s 
s e t by C o l l e g e s and hy t h e C i t y ift G u i l d s . 
A l t h o u g h a t t e m p t s h a v e been made to i n t r o d u c e a method o f p r o m o t i o n 
ba.-'ied on m e r i t , the t r a d i t i o n a l - and s t i l l most common - method o f 
p r o m o t i o n i s by l e n g t h o f s e r v i c e . R a t e oV p r o m o t i o n a l a d v a n c e m e n t 
v a r i e s w i t h d e f i c i t s o r s u r p l u s e s of o f f i c e r s h o l d i n g q u a l i f i c a t i o n s . 
I n g e n e r a l - and n o t , n e c e s s a r i l y i n Gem a n d F o l y c h e m - t h e age & wage 
p r o f i l e of o f f i c e r s i s : -
Wage Rank A ^ Rank \V a ^  e 
£ 2 , 0 0 0 + 
£ 2 , 5 0 0 - £ 5 , 0 0 0 
£ 3 , 0 0 0 - £ 4 , 0 0 0 
£ 4 , 5 0 0 - £ 5 , 5 0 0 -
3Pd Mate 
2nd Mate 
C h i e f Mate 










J u n i o r Eng. 
3 r d E n g i n e e r 
2n d E n g i n e e r 
C h i e f E n g i n e e r 
£ 2 , 0 0 0 + 
£ 2 , 5 0 0 - £ 3 j^ OOO 
£ 3 , 0 0 0 - £ 4 , 0 0 0 
£ 4 , G O O - £ 5 , 5 0 0 
D e p e n d i n g on t h e t r a d e and f r e q u e n c y o f p o r t v i s i t s , a pumpman may 
e a r n between £ 2 , 0 0 0 and £ 3 , 0 0 0 + ( i o C , b a s i c wage p l u s o v e r t i m e ) . 
I n c l u d i n g o v e r t i m e , t h e r e m a i n i n g P e t t y O f f i c e r s may e a r n £ 2 , 0 0 0 + and 
t h e r a t i n g s £ 1 , 6 0 0 + 
A l l s h i p b o a r d f o o d and a c c o m m o d a t i o n , p l u s some w o r k i n g c l o t h e s , a r e 
s u p p l i e d f r e e o f c h a r g e . O f f i c e r s g e t a b o u t 140 d a y s p a i d l e a v e p e r 
y e a r ; r a t i n g s ' l e a v e v a r i e s be tween 60 and 120 d a y s p e r y e a r . 
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The t r a d i t i o n a l a l l o c a t i o n o f t a s k s and r e s p o n s i b i l i t i e s a r e : -
The M a s t e r 
C h i e f Mate 
I n o v e r a l l c h a r g e o f t h e s h i p w i t h p a r t i c u l a r 
r e g a r d to s a f e t y o f t h e s h i p , l i v e s und cnr^o. 
I n c h a r g e o f a l l d e c k r a t i n g s ; r e s p o n s i b l e f o r 
a l l c a r g o o p e r a t i o n s and f o r t h e m a i n t e n a n c e of 
c a r g o e q u i p m e n t ( e x c e p t i n t a n k e r s w h e r e pump-
m a i n t e n a n c e f a l l s u n d e r t h e C h i e f K n g i n c c r ) ; 
r e s p o n s i b l e Tor g e n e r a l h u l l and d e c k m a i n t e n a n c e 
i c C * f o r t h e g e n e r a l a p p e a r a n c e o f t h e s h i p ; 
k e e p s a b r i d g e w a t c h a t 
and 4 - 8 p^m. 
e a , u s u a 1 l y 4 - 8 in 
2nd & 3 r d M a t e s 
C h i e f E n g i n e e r 
2nd E n g i n e e r 
Keep b r i d g e w a t c h e s a t s e a and a s s i s t w i t h C r j r g o 
o p e r a t i o n s i n p o r t ; t h e 2nd Mate u s u a l l y c o r e s 
f o r a l l n a v i g a t i o n a l e q u i p m e n t . 
I n o v e r a l l c h a r g e o f a l l ntachinei*y a n d m e c h a n i c a l 
e q u i p m e n t on b o a r d w i t h p a r t i c u l a r r e g a r d to 
a v o i d i n g b r e a k d o w n s a n d d e l a y s . 
I n c h a r g e o f a l l e n g i n e r a t i n g s ; r e s p o n s i b l e to 
t h e C h i e f E n g i n e e r Tor a l l m a i n t e n a n c e i n t h e 
c n g i n c r o o m - both f a b r i c and e q u i p m e n t . K e e p s 
an e n g i n e r o o m w a t c h a t s e a , u s u a l l y 4 - 8 a . m . 
and -8 p . m . 
on m a c h i n e r y 
I n p o r t , c a r r i e s o u t . m a i n t e n a n c e 
w h i c h c a n n o t be i m m o b i l i s e d a t set; 
3 r d & 4 t h E n g i n e e r 
J u n i o r E n g i n e e r s 
C h i e f S t e w a r d 
R a d i o O f f i c e r 
1^  o s u n 
S t o r e k e e p e r / C a r p e n 
9 A b l e s e a m e n 
Pumpman 
DonJceymu n 
S t o r e k e e p e r 
6 F i r c m e n / g r e a s e r s 
C h i e f & 2nd C o o k s 
A s s i s t a n t S t e w a r d s 
2nd S t e w a r d 
Keep e n g i n e r o o m w a t c h e s a t s e a ; c a r r y o u t 
m a i n t e n a n c e ol* h i e c h a n i c a l and e l c c t r . i c a l 
e q u i p m e n t a t s e a and i n p o r t . 
s e a A c t a s a s s i s t a n t c n g i n e r o o m w a t c h k e e p e r s a t 
and i n p o r t ; e n g a g e i n m a i n t e n a n c e w o r k . 
I n o v e r a l l c h a r g e o f a l l * h o t e l * s e r v i c e s i . e . 
f o o d , a c c o m m o d a t i o n , s a l e s o f t o b a c c o a n d a l c o h o l 
( u n d e r M a s t e r * s p e r m i s s i o n ) , p o s t i n g m a l l , and 
o f t e n , a l l m e d i c a l s c i ^ v i c e s . 
K e e p s r a d i o w a t c h e s a t s e a i . e . 2 h o u r s o n / 4 h o u r s 
o f f . Wo v^atchcs i n p o r t . S o m e t i m e s a s s i s t s M a s t e r 
w i t h p a p e r w o r k a n d a c c o u n t s . 
P e t t y O f f i c e r who s u p e r v i s e s d e c k r a t i n g s 
t e r - a s s i s t s Bosun b u t w i t h s p e c i f i c t a s k s to 
3 . 
do 
D e p e n d i n g on d e g r e e o f b r i d g e a u t o m a t i o n , , G o r 
a l l 9 may be on w a t c h e s a t s e a ; i f n o t on w a t c h , 
c a r r y ou t d e c k and c a r g o m a i n t e n a n c e w o r k . 
One o f t h e key men i n a t a n k e r ; c a r r i e s o u t a l l 
c a r g o d u t i e s i n p o r t u n d e r C h i e f M a t e ; a t s e a 
e i t h e r h e l p s i n e n g i n e r o o m o r m a i n t a i n s pumps and 
v a l v e s . 
P e t t y O f f i c e r who s u p e r v i s e s e n g i n e r a t i n g s . 
C a r e s f o r e n g i n c r o o m s t o r e s and a s s i s t s donkeyman 
3 k e e p b o i l e r w a t c h e s i n p o r t a n d , d e p e n d i n g on 
t y p e o f e n g i n e , a t s e a ; 
work i n t h e e n g i n e r o o m . 
t h e r e m a i n d e r on m a i n t e n a n c e 
P r e p a r e a l l m e a l s 
S e r v e m e a l s : c l e a n and c a r e f o r a c c o m m o d a t i o n e t c 
A s s i s t s C h i e f S t e w a r d ; i s s u e s s t o r e s ; e t c 
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V a r i a t i o n s i n t h e p r e v i o u s l i s t o f t a s k s a n r i a c t i v i t i e s may be 
f o u n d i n p a r t i c u l a r s h i p s . I n t h e t w o Gem s h i p s v i s i t e d - M i c a a n d 
Q u a r t / - n e i t h e r t h e C h i e f M a t e s n o r 2 n d E n g i n e e r s k e p t w a t c h e s a t 
s e a . A l s o , t h e a m o u n t o f a d d i t i o n a l w o r k d o n e by e n g i n e e r s d u r i n g 
t h e i r s u p p o s e d o f f - d u t y h o u r s d e p e n d s t o g r e a t e x t e n t on t h e t e c h n i c a l 
f r a g i l i t y o f t h e s h i p . 
I n P o l y c h e m , a d e c i s i o n h a d b e e n t a k e n w h e n t h e c o m p a n y f i r s t 
c o m m e n c e d o p e r a t i o n s to m a k e d r a s t i c a l t e r a t i o n s t o t h e t r a d i t i o n a l 
t a s k a l l o c a t i o n s . I n J o a n a n d N a d i a , t h e C h i e f E n g i n e e r s a r e 
r e s p o n s i b l e f o r a l l d e c k a n d h u l l m a i n t e n a n c e a n d a r e i n c h a r g e o f 
a l l t h e r a t i n g s ( i n c l u d i n g f o r m e r d e c k • r a t i n g s ) ; f u r t h e r m o r e , t h e 
e n g i n e e r o f f i c e r s p e r f o r m c a r g o w a t c h e s i n p o r t i . e , t h e y p l a y a n 
a c t i v e p a r t i n c a r g o o p e r a t i o n s . I t may be s e e n , f r o m t h e l i s t o f 
t r a d i t i o n a l a c t i v i t i e s , t h a t P o l y O i e m h a s m a d e s i g n i f i c a n t a n d 
f u n d a m e n t a l c h a n g e s i n t h e m a n n i n g s y s t e m a n d r e s p o n s i b i l i t i e s . 
E x c e p t i n g t h e p h y s i c a l w o r k p e r f o r m e d by t a n k e r o f f i c e r s d u r i n g 
c a r g o o p e r a t i o n s , t h e d i s t i n c t i o n s b e t w e e n t h e d e c k a n d e n g i n e 
d e p a r t m e n t s may be s u m m a r i s e d a s f o l l o w s : -
( i ) T h e e n g i n e e r s p r o d u c e e n e r g y a n d t h e m a t e s u s e i t . i . e . w i t h i n 
t l i e e n g i n e r o o i n , f u e l o i l i s c o n v e r t e d i n t o p r o p u l s i o n , s t e a m , 
a n d e l e c t r i c a l e n e r g y a n d t h e m a t e s u s e t h i s e n e r g y t o g u i d e 
t h e s h i p t o h e r d e s t i n a t i o n a n d t h e r e l o a d o r d i s c h a r g e c a r g o . 
( i i ) T h e m a t e s e i t h e r . c a r r y o u t t h e i r v a r i o u s t a s k s a l o n e ( e . g . t a k i n g 
a * s i g h t * o f s u n o r s t a r s t o c a l c u l a t e t h e s l i i p ' s p o s i t i o n ) o r 
^•"'^y a c t i v i t i e s o f t h e r a t i n g s ; t h e e n g i n e e r - s a l w a y s 
c a r r y o u t t h e i r t a s k s i n c o l l a b o r a t i o n w i t h o t h e r y , t h e i r w o r k 
i s n e a r l y a l w a y s p h y s i c a l a n d d i r t y ; t h e y w o r k s i d e - b y - s i d e 
w i t i l t h e i r r a t i n g s . 
F i n a l l y - s o f a r a s t l i i s b a s i c i n t r o d u c t i o n i s c o n c e r n e d - c o m e s t h e 
t r a d i t i o n a l m e t h o d s o f e n f o r c i n g d i s c i p l i n e on b o a r d . I t i s i n t h i s 
a r e a t h a t we c a n s e e t h e c l e a r e s t d i s t i n c t i o n s b e t w e e n o f f i c e r s a n d 
r a t i n g s . 
E v e r y B r i t i s h s h i p p i n g c o m p a n y u s e s r e p o r t i n g s y s t e m s w h e r e b y , w h e n e v e r 
a M a s t e r o r O f f i c e r l e a v e s a s h i p ( o r a t 6 m o n t h l y i n t e r v a l s ) , t h e 
M a s t e r a n d / o r C h i e f E n g i n e e r s u b m i t s a w r i t t e n r e p o r t on t h e o f f i c e r 
t o t h e p e r s o n n e l d e p a r t m e n t a t i i e a d o f f i c e . S h o u l d t h e r e be s e r i o u s 
m.t s b c i i a v i o u r , t h e M a s t e r may r e p o r t t h e s u b o r d i n a t e a t a n y t i m e . On 
r e c e i v i n g a ' ' b a d r e p o r t " on a n o f f i c e r , t h e p e r s o n n e l m a n a g e r rnay 
e i t h e r r e p r i m a n d t h e o f f i c e r on h i s n e x t v i s i t t o h e a d o f f i c e o r h e 
may r e p o r t t h i s m i s c o n d u c t t o t l i e M e r c h a n t N a v y E s t a b l i s h m e n t ( t h i s 
i s a j o i n t e m p l o y e r - u n i o n i n s t i t u t i o n w h i c h c o n t r o l s m e r c h a n t n a v y 
m a n p o w e r . I n e x c e e d i n g l y s e r i o u s c a s e s , t h e M a s t e r may e n t e r d e t a i l s 
o f t h e o f f i c e r * s o f f e n c e i n t h e O f f i c i a l L o g B o o k a n d , a t t h e e n d o f 
t h e v o y a g e , t l i e w h o l e m a t t e r w i l l be i n v e s t i g a t e d by t h e D e p a r t m e n t o f 
T r a d e a n d I n d u s t r y who h a v e t h e p o w e r t o c a n c e l o r s u s p e n d t h a t O f f i c e r 
c e r t i f i c a t e o f c o m p e t e n c y . I t i s v e r y r a r e f o r o f f i c e r s t o be r e p o r t e d 
t o t h e M . N . E s t a b l i s h m e n t o r D . T . I . - t h e m o s t common m e t h o d o f 
p u n i s h i n g a n o f f i c e r i s r e p r i m a n d by o r f i r i n g f r o m t h e c o m p a n y . 
A n u m b e r o f P e t t y O f f i c e r s a n d a f e w r a t i n g s s e r v e u n d e r ' C o m p a n y 
S e r v i c e C o n t r a c t s * w h e r e b y t h e y a g r e e t o w o r k f o r t h a t c o m p a n y a n d 
no o t h e r w i t h o u t g i v i n g t h r e e m o n t h s * n o t i c e . M a s t e r s s u b m i t w r i t t e n 
r e p o r t s t o t h e h e a d o f f i c e on t h e s e c o m p a n y s e r v i c e men i n p r e c i s e l y 
t h e same w a y a s t h e y r e p o r t on o f f i c e r s , h o w e v e r , t h e o v e r w h e l m i n g 
m a j o r i t y o f r a t i n g s a r e n o t on s u c h c o n t r a c t s ; m o s t h a v e a g e n e r a l 
c o n t r a c t w i t h t h e M . N . E s t a b l i s h m e n t w h i l e s o m e h a v e n o c o n t r a c t a t a l l 
( e x c e p t f o r t h e s h i p ' s a r t i c l e s o f a g r e e m e n t ) . 'iVhen a r a t i n g m i s b e h a v e s 
o r r e f u s e s t o o b e y an o r d e r , t h e t r a d i t i o n a l f o r i n o f p u n i s h m e n t i s f o r 
t h e M a s t e r t o e n t e r t h e d e t a i l s i n t h e O f f i c i a l L o g B o o k a n d d e d u c t 
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o n e o r tvJO d a y s * p a y f r o m t h e o f f e n d e r ' s w a g e s d u e . I n c a s e s o f 
s e r i o u s m i s c o n d u c t , no f i n e i s i m p o s e d on b o a r d a n d ^ i n s t e a d , t h e 
m'c\n may he t a k e n b e f o r e a M a g i s t r a t e a n d f i n e d u p t o £ 2 0 o r £ 5 0 . 
( A t t h e t i m e o f w r i t i n g , h o w e v e r , t h e r e i s a m o v e by c e r t a i n p r e s ; > u r e 
g r o u p s t o h a v e t h e s e ' p e n a l ' c l a u s e s r e m o v e d f r o m t h e M e r c l i a n t 
S h i p p i n g A c t ) , T h e common j a r g o n f o r t h i s e n t r y i n t h e L o g a n d f i n i n g 
on b o a r d i s " l o g g i n g " a n d a p o o r r e p o r t i n t h e m a n ' s r e c o r d o f s e r v i c e 
w a s k n o w n a s a " b a d d i s c h a r g e " - f r o m 1 s t J a n u a r y 1 9 7 3 , men n o l o n g e r 
c a r r y r e c o r d s o f t h e r e p o r t s t h e y r e c e i v e d f r o m p r e v i o u s s h i p s . 
T h e r e i s no o n e t y p i c a l f o r m o f o r g a n i z a t i o n i n t h e h e a d o f f i c e s o f 
s h i p p i n g c o m p a n i e s s o t h a t i t i s i m p o s s i b l e t o d e s c r i b e t h e o f f i c e 
s i t u a t i o n i n a s m u c h d e t a i l a s 
f u n c t i o n a l p o s i t i o n s common t o 
w i l l be b r i e f l y d e s c r i b e d . 
t h e s h i p . H o w e v e r , t h e r e a r e c e r t a i n 
m o s t s h i p p i n g c o m p a n i e s a n d t h e s e 
B o a r d s o f D i r e c t o r s f o r m e d o f e x e c u t i v e 
On a n o r g a n i z a t i o n a l c h a r t t h e r e w o u l d 
m a n a g e r 
c o m p a n y ' s 
m a n a g e r , a n d 
a n d a f i n a n c i a l m a n a g e r t h e n , d e p e n d i n g 
t r a d e , a c h a r t e r i n g o r c a r g o - t r a f f i c 
a g e n e r a l o i f i c e a d m i n i s t r a t o r 
A l l s h i p p i n g c o m p a n i e s h a v e 
a n d n o n - e x e c u t i v e d i r e c t o r s 
p r o b a b l y be a g e n e r a 
o n t h e n a t u r e o f t! \e 
m a n a g e r , a c l a i m s e r ,  a i i s t t . T h e r e 
may be a n o p e r a t i o n s m a n a g e r b e n e a t h whom may come t h e m a r i n e , e n g i n e e r 
a n d p e r s o n n e l s u p e r i n t e n d e n t s o r t h e s e t h r e e s u p e r i n t e n d e n t s o r m a n a g e r s 
may h e a d d e p a r t m e n t s i n t h e i r own r i g h t . 
T i t l e s may d i f f e r f r o m c o m p a n y t o c o m p a n y - a n d , i n f a c t , some 
p o s i t i o n s 
m e d i u m t o 
c o a y t o c o p a n y 
may n o t e x i s t i n v e r y s m a l l c o m p a n i e s 
l a r g e s h i p p i n g c o m p a n y t h e r e w i l l b e . 
x  
- b u t i n e v e r y 
i n h e a d o f f i c e 
T h e M a r i n e S u p e r i n t e n d e n t u s u a l l y on e x - M a s t e r f r o m t h a t c o m p a n y ' s 
s h i p s w h o i s r e p o n s i b l e f o r t h e g e n e r a l 
o p e r a t i o n s a n d s a f e t y o f t h e c o m p a n y ' s 
s h i p s ; h e a l w a y s h a s a 
M a t e s w i l l be p r o m o t e d 
i n v e s t i g a t e s a c c i d e n t s 
s h i p s . He p r o b a b l y h a s 
a s s u b o r d i n a t e s w i t h i n 
s a y i n w h i c h C h i e f 
t o M a s t e r ; h e 
on t h e c^ompany' s 
e x - d e c k o f f i c e r s 
h i s d e p a r t m e n t . 
T h e E n g i n e e r S u p e r i n t e n d e n t 
T h e P e r s o n n e l S u p e r i n t e n d e n t 
u s u a l l y a n e x - C h i e f E n g i n e e r f r o m t h a t 
c o m p a n y ' s s l i . i p s who i s r e s p o n s i b l e f o r 
t h e t e c h n i c a l p e r l ' o r m a n c e o f t h e 
c o m p a n y ' s s i i i p s ; h e a l w a y s h a s a s a y i n 
w l i i c h 2 n d E n g i n e e r s a r e p r o m o t e d t o 
C h i e f / e n g i n e e r ; he d e a l s w i t h a l l r e p a i r s 
a n d o v e r h a u l s a n d may d e a l w i t h n e w 
d e s i g n s . He p r o b a b l y h a s e x - e n g i n c e r s 
a s s u b o r d i n a t e s w i t l i i n h i s d e p a r t m e n t 
b u t he may a l s o h a v e e n g i n e e r i n g e x p e r t s 
who h a v e n e v e r b e e n t o s e a , 
s o m e t i m e s a n : ' e x - s e a f a r e r f r o m t l i e c o m p a r \ y ' 
s h i p s b u t , j u s t a s o f t e n , o n e o f t h e 
s h o r e s t a f f w h o h a s n e v e r b e e n t o s e a . 
H i s p r i m a r y t a s k i s t o d i r e c t t h e m o v e -
m e n t o f s e a s t a f f t o s h i p s o r o n l e a v e . 
He may h a v e s u b o r d i n a t e s t o c o n c e n t r a t e 
on r e c r u i t m e n t a n d t r a i n i n g . 
A C a t e r i n g o r S t o r e s S u p e r i n t e n d e n t . I f a l a r g e c o m p a n y , t h e r e may be 
b o t h a c a t e r i n g a n d a s t o r e s s u p e r i n t e n -
d e n t ; i n s m a l l e r c o m p a n i e s t h e p o s i t i o n s 
a r e c o m b i n e d . C a t e r i n g s u p e r i n t e n d e n t s 
a r e u s u a l l y e x - C h i e f S t e w a r d s f r o m t h e 
c o m p a n y ' s s h i p s . 
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A l t h o u g h i n t h e two c o n p a n l e s v i s i t e d c i u r i r i g t h i s r e s e a r c h , e x - s e a f a r e r s 
h a d b e e n p r o m o t e d t o 13oord l e v e l , s u c h h i g h p r o m o t i o n i s v e r y r a r e i n 
/ B r i t i s h s h i p p i n g c o m p a n i e s . T h e h i g h e s t l e v e l r e a c h e d by s o m e 
e x - s e a f a r e r s i s o p e r < i t i o n s o r t e c h n i c a l m a n a g e r b u t m o s t n e v e r r i s e 
a b o v e s u p e r i n t e n d e n t l e v e l . A s w i l l be s h o w n l a t e r , t h e s e s u p e r i n t e n -
d e n t s p e r f o r m a v e r y i m p o r t a n t F u n c t i o n w h i c h g o e s b e y o n d t l i c i r 
f o r m a l j o b d e s c r i p t i o n s . 
I t i s h o p e d t h a t t h e b a s i c d e s c r i p t i o n g i v e n i n t h i s i n t r o d u c t i o n 
w i l l be s u P r i c i e n t l o r t h e n o n - s e a f a r i n g r e a d e r t o a p p r e c i a t e t h e 
s i g n i f i c a n c e o f a l l t h a t f o l l o w s . 
S o c i a l , c h a r a c t e r i s t i c s o f ^ t h c s h i ^ 
Sortie o f t h e s e c h a r a c t e r i s t i c s a r e r i g h t on t h e s u r f a c e a n d a r e t h e r e 
f o r a l l t o s e e b u t t h e d e t e c t i o n o f o t h e r c h a r a c t e r i s t i c s c a l l s f o r 
c l o s e r a n d d e e p e r i n v e s t i g a t i o j i . 
Two o f t h e c h a r a c t e r i s t i c s m o s t e a s i l y i d e n t i f i e d a r e : -
^ ) T^.^ ^Av; t h o r i t y . - S t r u c t n r e , T h i s p e r m e a t e s t h e w h o l e s h i p a n d a l l 
s h i p b o a r d a c t i v i t i e s . T h e p h y s i c a l s i g n s o f u m i l i t a r y - t y p e 
s t r u c t u r e may be s e e n i n t h e r a i s i n g a n d l o w e r i n g o f t h e n a t i o n a l 
f l a g ; i n t h e o f f i c e r s ' u n i f o r m s , b u t t o n s a r . d b r a i d w l i i c h a r e 
a l m o s t i d e n t i c a l w i t h k o y a l N a v y u n i f o r m s ; i n t h e i s s u e a n d 
o b e d i e n c e o f o i - O e r s ; a n d i n t h e f r e ( ^ u c n t u s e o f t h e w o r d " S i r " . 
Q u i t e a p a r t f r o m t h e s e p h y s i c a l s i g n s , t h e a u t h o r i t y s y s t e m 
m a n i f e s t s i t s e l f i n many i n t e r - p e r s o n a l r e l a t i o n s h i p s b o t h o n a n d 
o f f d u l y . On d u t y , t h e a u t h o r i t y s y s t e m i s s e e n i n t h e w a y t h e 
n a v i g a t i n g o f f i c e r i n s t r u c t s t h e r a t i n g t o s t e e r a c e r t a i n c o u r s e 
a n d i n t h e way t h e r a t i n g r e p o r t s t o t h e o f f i c e r b e f o r e l e a v i n g 
t h e b r i d g e . O f f d u t y , t h e a u t h o r i t y s y s t e m may be s e e n i n t h e 
w a y a s e n i o r o f f i c e r i n s t r u c t s a w a t c h k e e p i n g j u n i o r o f f i c e r t o 
l e a v e a s o c i a l g a t h e r i n g a n d g o t s o m e s l e e p . 
2 ) T h e 2 4 - h o u r . C o m m u n i t y . T h i s c h a r a c t e r i s t i c may a p p e a r t o be t o o 
o b v i o u s t o be w o r t i i d i s c u s s i n g f o r e v e r y o n e k n o w s t h a t s e a f a r e r s 
w o r k a n d l i v e t o g e t h e r f o r 24 h o u r s a d a y f o r w e e k s o r m o n t h s on 
e n d . 
h o w e v e r , t h i s t o t a l c o n t a i n m e n t o f p e o p l e w i t h i n l i m i t e d 
b o u n d a r i e s f o r l o n g p e r i o d s h a s m a n y i m p o r t a n t e f f e c t s o n h u m a n 
b e h a v i o u r a n d p ; ^ r t o f t h e r e s e a r c h w a s a i m e d a t d e t e r m i n i n g t h e 
d e g r e e t o w h i c h t h e r e p o r t e d e f f e c t s o f * t o t a l i n s t i t u t i o n s ' a p p l y 
t o m o d e r n s h i p s ; t h e r e s u l t s o f t h e o b s e r v a t i o n s a r e r e p o r t e d l a t e r . 
T h e t w o c h a r a c t e r i s t i c s m e n t i o n e d a b o v e a r e u n i c j u e t o s h i p p i n g a n d a r e 
n o t f o u n d i n a n y s h o r e - b a s e d , c o m m e r c i a l e n t e r p r i s e s . T h o s e m e n t i o n e d 
b e l o w a r e f o u n d , t o g r e a t e r o r l e s s e r d e g r e e , i n s h o r e i n d u s t r i e s a n d 
c a n o n l y be d e t e c t e d a b o a r d s h i p by c l o s e o b s e r v a t i o n . 
^ ) fiole / A m b i g u i t y a n d R o l e c o n f l i c ^ . O n e w a y o f a n a l y s i n g a n y o r g a n i -
z a t i o n i s by m e a n s o f i d e n t i f y i n g t h e " o f f i c e s " o r o r g a n i z a t i o n a l 
p o s i t i o n s o c c u p i e d by p e o p l e a n d t h e n by i d e n t i f y i n g t h e b e h a v i o u r 
e x p e c t e d o f c a c i i o c c u p a n t . E a c h " o f f i c e " i s c o n n e c t e d t o o t h e r 
" o f f i c e s " i n t h e o r g a n i z a t i o n ; t h e o f f i c e - h o l d e r s may be c o n n e c t e d 
i n a s u p e r i o r - s u b o r d i n a t e r e l a t i o n s h i p o r i n a p e e r ( e q u a l s ) 
r e l a t i o n s h i p b u t , t o g r e a t e r o r l e s s e r d e g r e e , c o n n e c t e d o f f i c e -
h o l d e r s d e p e n d on o n e a n o t h e r . E a c h o f f i c e - o c c u p a n t e x p e c t s e a c h 
o t h e r o c c u p a n t ^ w i t h whom he i s c o n n e c t e d , t o a c t a n d b e h a v e i n 
a c e r t a i n m a n n e r ; t h e o c c u p a n t h i m s e l f h a s h i s own i d e a s on w h a t 
i s e x p e c t e d o f h i m a n d how h e s h o u l d b e h a v e . T h i s e x p e c t e d b e h a v i o u r a l 
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p a t t e r n I s h i s ' * r o l e " o 
When a n o f f i c e - h o l d e r d o e s n o t knov,- how he s h o u l d b e h a v e , he 
e x p e r i e n c e s " r o l e - u m b i g u i ty ' • a n d w h e n l i e c o m e s u n d e r c o n f l i c t i n g 
e x p e c t a t i o n s o f how he s h o u l d b e h a v e , h e e x p e r i e n c e s ' * r o l c c o n f l i c t " , 
R o t h r o l e - a ; n b i g u i t y a n d r o l e - c o n f l i c t r e s u l t i n r o l e s t r e s s a n d 
t h e m a n n e r i n w h i c h a n o c c u p a n t c o p e s w i t h s u c h r o l e s t r e s s 
d e p e n d s u p o n a n u m b e r o f f a c t o r s i n c l u d i n g h i s p e r s o n a l i t y , h i s 
c a r e e r a s p i r ^ i L i o n s , a n d on t h e a v e n u e s o f e s c a p e o p e n t o h i m ^ 
I t i s d o u b t f u l i f t h e r e i s a n y o t h e r c o m m e r c i a l a c t i v i t y i n t h e 
w o r l d w h i c h h a s a s m u c h b u i l t - i n r o l e c o n f l i c t a s m e r c h a n t s h i p p i n g 
w i t h t h e m o s t n a k e d f o r m o f r o l e c o n f l i c t b e i n g f o u n d i n the 
p o s i t i o n o f ^ : . h i p - m a s t e r » Two e x a m p l e s may s u f f i c e a t t h i s s t a g e . 
( a ) T h e M a s t e r i s t o l d t h a t he i s t o t a l . ' , y r e s p o n s i b l e f o r t h e 
s a f e t y o f s h i p , l i v e s a n d c a r g o a t a l l t i m e s a n d t h e r e a r e 
h u n d r e d s o f c o u r t c a s e s ( i n w h i c h M a s t e r s h a v e had t h e i r 
c e r t i f i c a t e s c a n c e l l e d ) t o p r o v e t h a t t h i s i s a f a c t o f l i f e . 
On e n t e r i n g a n y p o r t , l o c a l b y - l a w s m a k e i t m a n d a t o r y f o r 
e a c h s h i p t o t a k e a p i l o t ; t h e b y - l a w s a n d M e r c h a n t S h i p p i n g 
L a w s make i t c l e a r t h a t t h e p i l o t i s n o t h i n g m o r e t h a n a d v i s o r 
t o t h e M a s t e r . T l i e M a s t e r h a s no c h o i c e i n w h i c h p i l o t i s 
s e n t t o h i s s h i p . 
T h u s , on e n t e r i n g o r l e a v i n g p o r t , t h e M a s t e r i s f a c e d 
w i t h a s i t u a t i o n i n w h i c h a c o m p l e t e s t r a n g e r (o f w h o s e s k i l l 
a n d c o m p e t e n c e t h e M a s t e r h a s no I c n o w l e d g c ) b o a r d s h i s s h i p 
a n d , by common p r a c t i c e , i s s u e s o r d e r s t o t u g s , o f f i c e r s a n d 
c r e w . T h e t r a n s i t t i n g o f d o c k a m i h a r b o u r e n t r a n c e s c a n b e 
an e x t r e m e l y d i f f i c u l t o p e r a t i o n a n d t h e M a s t e r h a s t o 
a c c e p t t h a t t h e p i l o t h a s t h e s k i l l t o c o n d u c t t h e o p e r a t i o n 
s a f e l y . I n l a w , t i i e M a s t e r c a n - a n d s h o u l d - c o u n t e r m a n d 
a n y i n s t r u c t i o n f r o m t h e p i l o t w h i c h t h e M a s t e r d e e m s t o be 
h a z a r d o u s ; b u t , i n p r a c t i c e , t h e M a s t e r . k n o w s t h a t s u c h 
i n t e r f e r e n c e w i t h t h e p i l o t l e a d s , a t b e s t , t o u n p l e a s a n t n e s s 
o r , a t w o r s t , t o e v e n g r e a t e r h a ? . a r d s . T h e M a s t e r i s , t h u s , 
i n a p o s i t i o n o f e x t r e m e r o l e c o n f l i c t ; o l d e r , m o r e 
e x p e r i e n c e d M a s t e r s , d r a w on h u d r e d s o f p r e v i o u s , s u c c e s s f u J . 
p i l o t a g e s t o a l l a y t l i e i r f e a r s b u t t h e y o u n g , " f i r s t - t r i p " 
M a s t e r e x p e r i e n c e s t h i s a s a n e x t r e m e l y s t r e s s f u l s i t u a t i o n . 
( b ) A s h a s a l r e a d y b e e n s a i d , t h e M a s t e r i s t o l d ( i n t h e l a w a n d 
c o m p a n y ' s r e g u l a t i o n s ) t h a t h e i s r e s p o n s i b l e f o r e v e r y t h i n g 
t h a t h a p p e n s a b o a r d h i s s h i p . F o r m a n y r e a s o n s , i t i i a s b e c o m e 
t h e p r a c t i c e i n m a n y i i r i t i s h c o m p a n i e s t o ^lOld r e g u l a r 
m a n a g e m e n t c o m m i t t e e m e e t i n g s o n b o a r d . B o t h t h e c o m p a n i e s 
v i s i t e d i n t h i s r e s e a r c h h a d a d o p t e d t h i s m e t h o d , t h e r e a s o n s 
g i v e n ( b y s h o r e m a n a g e r s ) e n c o m p a s s e d t h e n e e d t o b u i l d u p 
a t e a m s p i r i t on b o a r d ; t h e n e e d t o m a k e o f f i c e r s ; f e c i t h a t 
t h e y c o u l d p a r t i c i p a t e i n p l a n n i n g a n d d e c i s i o n - m a k i n g : a n d 
t h e n e e d f o r s o u n d v / o r k p l a n n ' i n g i n h i g h l y s o p h i s t i c a t e d s l i i p s 
w i t h s m a l l c r e w s . 
U n d e r t h i s new s y s t e m , t h e M a s t e r i s a g a i n f a c e d w i t h 
r o l e c o n f l i c t a t a h i g h l e v e l . O n e s e c t i o n o f t h e c o m p a n y ' s 
r e g u l a t i o n s s t a t e s t h a t t h e M a s t e r i s r e s p o n s i b l e f o r e v e r y -
t h i n g w h i l e a n o t h e r s e c t i o n o f t h e s a m e s e t o f r u l e s s t a t e s 
t h a t t h e M a s t e r m u s t e n g a g e i n g r o u p d e c i s i o n - m a k i n g a c t i v i t i e s 
D u r i n g t h i s r e s e a r c h , i t w a s f o u n d t h a t a l l f o u r M a s t e r s o f 
t h e s h i p s v i s i t e d e x p e r i e n c e d r o l e c o n f l i c t a n d s t r e s s o f 
v a r y i n g l e v e l s a n d t h e m a n n e r i n w h i c h e a c h c o p e d w i t h t h i s 
s i t u a t i o n h a d a s i g n i f i c a n t e f f e c t on t h e a t m o s p h e r e o n b o a r d . 
A s w i l l be s h o w n l a t e r , t h e m.anner i n w h i c h M a s t e r s c o p e w i t h 
a u t o c r a c y - d e m o c r a c y p r o b l e m s i s a s i g n i f i c a n t v a r i a b l e w h e n 
c o m p a r i n g o n e s h i p w i t h a n o t h e r . 
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^ ) gf'O'-MJs a n d S e n t ; i e n t g r o u p s . T a s k , g r o u p s a r e g r o u p s o f p e o p l e 
b r o u g h t t o g e t h e r b e c a u s e o f t h e n a t u r e , l o c a t i o n o r t i ; n i n g o f t h e i r 
j o b p a t t e r n s w l i i l e s e n t i e n t g r o u p s a r e t J i c s e t o w h i c i i p e o p l e f e e l 
t h e y b e l o n g b e c a u s e o f s h a r e d i n t e r e s t s , f r i e n d s h i p s , m u t u a l l i k i n g 
o f e a c h o t h e r o r p r o f e s s i o n a l p r i d e a n d i d e n t i f i c a t i o n . M i l l e r a n d 
R i c e ( 1 9 G 7 ) r e p o r t on h a r m o n y r e s u l t i n g f r o m t h e m a t c h o f t a s k a n d 
s e n t i e n t g r o u p s a n d c o n f l i c t r e s u l t i n g f r o m m i s m a t c h . 
T h e p a t t e r n o f s e n t i e n t g r o u p i n g i s d i s t o r t e d a b o a r d s h i p o w i n j ^ 
t o t h e n a t ' j r e o f t ! i e w a t c h k e c p i ng r o u t i n e . F o r e x a m p l e , o n e o f t l i e 
" n a t u r a l " s e n t i e n t g r o u p s on b o a r d i s c o m p o s e d o f t h e t h r e e o r f o u r 
m a t e s b u t , b e c a u s e o f wa t c h k e cp i n g , o n e i s a l w a y s on w a t c l i , a n o t h e r 
i s p r o b a b l y s l e e p i n g r e s u l t i n g i n t h e t h i r d ( o r r e m a i n i n g t w o ) b e i n g 
t h e o n l y o n e s f r e e f o r s o c i a l m i x i n g a t a n y o n e t i m e o f t h e d a y . 
T h e o n e o f f - d u t y m a t e s e e k s t h e c o m p a n y a n d f r i c n d s l i i p o f o f f i c e r s 
f r o m o t h e r d e p a r t m e n t s a n d t h u s , d u r i n g t h e o c e a n p a s s a g e , we c a n 
o b s e r v e " f o r c e d " s e n t i e n t g r o u p s a n d t e m p o r i . r y f r i e n d s h i p s w h i c h 
d i s i n t e g r a t e a s s o o n a s t h e s h i p r e a c h e s p o r t a n d a i l t h e m a t e s 
a r e o f f - d u t y a t t h e s a m e t i m e . 
T h e two g r o u p s w h i c h s h o w t h e g r e a t e s t d e g r e e o f m a t c h b e t v / e e n 
t a s k a n d s e n t i e n t g r o u p i n g s a r e t h e e n g i n e e r o f f i c e r s a n d t h e 
c a t e r i n g r a t i n g s . T h e e n g i n e e r s a r e s u f f i c i e n t i n n u m b e r t o be a b l e 
to c o l l a b o r a t e on t a s k s t o g e t h e r a n d t o be f r e e f o r s o c i a l a c t i v i t i e s 
a t t h e saif ic t i m e ; t h e c a t e r i n g r a t i n g s a r e i n a • ' S i m i l a r p o s i t i o n , 
A n o t t i e r g r o u p v.h.o do a c c i ' t a i n a m o u n t o f w o r k t o g e t h e r anM wlio 
a r e o f f - d u t y a t tt>c same t i m e s a r e t h e M a s t e r , C h i e f r J n g i n o e r a n d 
a d a y - w o r k i i t g C h i e f Mo;^e. I n many s l \ i p s t i i c y f o r m a s e n t i e n t g r o u p 
b o u n d t o g e t i i e r ^ n o t by ' common p r o f e s s i o n a l d i s c i p l i n e b u t by a n 
' • l e l n i o s t common l e v e l o f r a n k . 
A s w i l l be s h o w n l a t e r , a n o t h e r s i g n i f i c a n t v a r i a h J e t o be 
c o n s i d e r e d w h e n c o m j i a r i n g s h i p s , i s t h e m e m b e r s h i p a n d c o h e s i o n 
o f s e n t i e n t g r o u p s . 
A t t h i s p o i n t , i t i s w o r t l i r e p o r t i n g on t h e p o s i t i o n o f r a t i n g s 
a n d c a d e t s v i s - a - v i s t h e s e t a s k a n d s e n t i e n t g r o u p s . 
W h i l e on w a t c h , d e c k o f f i c e r s w o r k w i t h d e c k r a t i n g s a n d e n g i n e e r 
o f f i c e r s w i t t i e n g i n e r a t i n g s y e t , d u r i n g o f f - d u t y h o u r s , s o c i a l 
m i x i n g b e t w e e n o f f i c e r s a n d r a t i n g s i s m i n i m a l o r n o n - e x i s t e n t . 
T h e r e a 5 0 r » s p u t f o r w a r d by o f f i c e r s i n d e f e n c e o f t h e o f f i c e r -
r a t i n g g a p a r e w e l l r e p o r t e d by H e r b s t ( 1 9 6 B 1 9 6 9 ) a n d by 
R o g g e m a ( 1 9 6 8 ) a n d w i l l n o t be r e p e a t e d h e r e . 
On m o s t s h i p s , c a d e t s a r e p l a c e d i n h i g h l y a m b i g u o u s a n d c o n f l i c -
t i n g p o s i t i o n s . T h e e n g i n e e r c a d e t w o r k s c l o s e l y w i t h t h e e n g i n e e r 
o f f i c e r s a n d b e c o m e s a m e m b e r o f t h e i r t a s k g r o u p ; o f f - d u t y , i t i s 
t h e r u l e r a t h e r t h a n t h e e x c e p t i o n f o r t h e e n g i n e e r c a d e t a>.so t o 
be a m e m b e r o f t h e e n g i n e e r s e n t i e n t g r o u p . 
T h e d e c k c a d e t f i n d s h i m s e l f i n a p o s i t i o n » u j i t e u n l i k e t h a t o f 
t h e e n g i n e e r c a d e t . D u r i n g t h e f i r s t \2 t o 18 m o n t h s o f h i s 
t r a i n i r » g , t h e d e c k c a d e t w o r k s on d e c k a l o n g s i d e t h e d e c k r a t i n g s 
a n d u n d e r t h e s u p e r v i s i o n o f t h e b o s u n : h e b e c o m e s a m e m b e r o f t h e 
d e c k r a t i n g t a s k g r o u p . A t t h e same t i m e , h e i s t o l d v e r y c l e a r l y 
t h a t , a s a p o t e n t i a l o f i ' i c e r , h e m u s t n e v e r m i x s o c i a l l y w i t i i tl>c 
r a t i n g s ( n ^ a d i g a n 1 9 7 3 ) . He t r i e s t o g a i n m e m b e r s h i p o f t h e d e c k 
o f f i c e r s e n t i e n t g r o u p b u t , i n m a n y , i f n o t m o s t , s h i p s h e i s f i r m l y 
r e j e c t e d on t h e g r o u i \ r i s t h a t he i s b u t s t i l l a b o y . Me e i t h e r 
e n j o y s t h e l i m i t e d c o m p a n y o f t h e o t h e r d e c k c a d e t o r he e x p e r i e n c e s 
e x t r e m e l o n e l i n e s s . 
I n " M i c a " , t h e d e c k c a d e t s w e r e f u l l y a c c e p t e d m e m b e r s o f t h e 
d e c k o f f i c e r s e n t i e n t g r o u p - a f a c t w h i c h w a s p a t e n t l y o b v i o u s 
t o t h e r e s e a r c h e r d u r i n g o b s e r v a t i o n s m a d e d u r i n g t h e v o y a g e b u t 
w h i c h w a s r e p e a t e d l y s t r e s s e d by t h e c a d e t s d u r i n g i n t e r v i e w e . g . 
" L i f e ' s g r e a t on t h i s s h i p " ; " I f o n l y 1 h a d d o n e my f i r s t t r i p t o 
s e a on t h i s s h i p " ; " I c a n go i n t o t h e b a r a t a n y t i m e a n d s a y w h a t 
I l i k e " ; . " Y o u m u s t h a v e s e e n , t h e O l d Man a l w a y s c a l l s me by my 
C h r i s t i a n M a m e " ; "1 f e e l a d i f f e r e n t p e r s o n o n t h i s s h i p " , e t c . 
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f T o m o t i o n a 1 n r o s p e c t s . A n o t h e r s t r i k i n g c h a r a c t e i" i s t i c o f t h e ' 
t o t a l o f f i c e r b o d y i s t h e i m p o r t a n c e a t t a c h e d t o p r o m o t i o U c I t 
w o u l d n o t be s t r e t c t i i n g t h e t r u t h t o o f a r t o s t a t e t h a t , w i t h 
t h e e x c e p t i o n o f t h e ^ L a s t e ^ y C h i e f E n g i n e e r , C h i e f S t e w a r d a n d 
R a d i o O f f i c e r ( a l l o f whom h a v e r e a c h e d t h e t o p o f t h e i r 
s e a g o i n g c a r e c j ^ s ) , t i i e r e m a i n i n g m e m b e r s o f t h e o f f i c e r g r o u p 
l i v e f o r p r o n i o t i o n - a n d home v a c a t i o n s , o f c o u r s e . 
T h e r e a s o n s f o r w a n t i n g p r o m o t i o n v a r y f r o m p e r s o n t o p e r s o n 
b u t , a s w i l l be s h o w n j t h e d o m i n a n t r e a s o n i s a d e s i r e fo i* a m o r e 
c h a l l e n g i n g j o b . T h e i n c r e a s e d c h a l l e n g e i n t h e n e x t r a n k u p i s 
p e r c e i v e d m a i n l y a s i n c r e a s e d o p p o r t u n i t y t o e x e r c i s e d i s c r e t i o n 
ar id j u d g e m e n t , . 
When i n v i t e d t o d e s c r i b e t h e d e g r e e o f s a t i s f a c t i o n i n h i s j o b , 
t h e s h i p * s o f f i c e r n e a r l y a l w a y s i n t r o d u c e s s t a t e m e n t s on w l ^ e t h e r 
h i s s u p e r i o r d o e s o r d o e s n o t " l e a v e h i m a l o n e t o g e t on w i t h t h e 
j o b " . A man r a t e s h i s own j o b , a n d h i s s u p e r i o r , a s ' g o o d ' i f h i s 
s u p e r i o r d o e s n o t i n t e r f e r e a n d * b a d ' i f h i s s u p e r i o r d o e s i n t e r -
f e r e . 
'.Vhen e x p l o r i n g t h e i s s u e o f p r o m o t i o n , j u n i o r e n g i n e e r s s t a t e 
t h e y w a n t t o b e c o m e " F o u r t h s " o r " T h i r d s " s o t h a t t h e y may i n f u l l 
c l i a r g e o f e n g i n e w a t c h e s a n d h a v e t h e p o w e r t o d e c i d e w h i c h i t e m s 
o f m a c h i n e r y a r e t o be o v e r h a u l e d a n d i n w h a t m a n n e r . T h i r d a n d 
F o u r t h e n g i n e e r s v;?int t o b e c o m e S e c o n d e n g i n e e r s i n o r d e r t h a t t i i e y 
may p l a n a n d o r g a n i z e t h e t o t a l m a i n t e n a n c e w o r k i n t h e e n g i n e -
r o o m ; a n d S e c o n d e n g i n e e r s w a n t t o b e c o m e C h i e f i i i n g i n e e r s i n o r d e r 
t o p l a n anci c o - o r d i n a t e a l l t e c h n i c a l m a i n t e n a n c e a n d o p e r a t i o n a l 
a c t i v i t i e s a b o a r a t h e s l i i p . 
On t h e d e c k s i d e , T h i r d M a t e s ( w h o k e e p t h e 8 - 1 2 w a t c h e s w h e n 
t h e C a p t a i n i s a w a k e a n d " a r o u n d s o m e \ v h e r o " ) w a n t t o b e c o m e S e c o n d 
M a t e s i n o r d e r t o g a i n m o r e f r e e d o m by k e e p i n g t h e 12-*1 w a t c h e s 
w h e n t h e C a p t a i n i s u s u a l l y a s l e e p . S e c o n d M a t e s w a n t t o b e c o m e 
C h i e f M a t e s i n o r d e r to be a b l e t o d i r e c t t h e d e c k r a t i n g s i n 
s p r u c i n g u p t h e s h i p a n d i n o r d e r t o d i r e c t c a r g o o p e r a t i o n s . 
C h i e f M a t e s w a n t t o b e c o m e M a s t e r s i n o r d e r t o r u n t h e w i i c l e s h i p 
a s t h e y t h i n k i t s l ^ o u l d be r u n . 
T h e w h o l e p r o m o t i o n a l i s s u e i s o n l y p a r t l y b o u n d u p i n i n c r e a s e d 
w a g e s a n d p r e p a r a t i o n f o r a s h o r e j o b ; t h e d o m i n a n t f a c t o r i s 
i n c r e a s e d o p p o r t u n i t y f o r t l » e d i s p l a y o f d i s c r e t i o n , f o l l o w e d by 
i n c r e a s e d s t a t u s on b o a r d a n d w i t h . i n t h e c o m p a n y . 
T h e s e , t h e n ^ a r e t h e f i v e m a i n t h r e a d s w h i c h w i l l be t r a c e d o u t i n t h e 
r e s t o f t h i s s e c t i o n i . e . T h e a u t h o r i t y s t r u c t u r e 
T h e 2 4 - h o u r c o m m u n i t y 
T h e p r o b l e m o f r o l e c o n f l i c t 
T a s k g r o u p s a n d s e n t i e n t g r o u p s 
T h e p r o m o t i o n a l s y s t e m . 
I t w i l l be s h o w n t h a t t h e w a y s i n w h i c h i n d i v i d u a l s r e a c t t o t h e 
i n f l u e n c e s o f e a c h t h r e a d c a n be e x p l a i n e d a n d u n d e r s t o o d i n t e r m s o f 
i n d i v i d u a l b a r g a i n i n g p r o c e s s e s i n w h i c h e a c h i n d i v i d u a l m a k e s h i s 
own ' p a y m e n t s ' i n r e t u r n f o r h i s own d e s i r e d ' r e w a r d s * a n d t h a t , i n 
m o s t c a s e s , e a c h man h a s t o m a k e a s e r i e s o f c o m p r o m i s e s * 
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I n a n a t t e m p t t o a v o i d a n y m i s u n d e r s t a n d i n g i n t h e f o l l o w i n g 
s k e t c h e s o f i n d i v i d u a l s , s h i p s a n d c o m p a n i e s ^ ' ' t h r e e s e t s o f 
d e f i n i t i o n s a r e g i v e n : 
T h e A u t h o r i t a r i a n P e r s o n a 1 i t y ( a f t e r A d o r n o e t a l 1 9 5 0 ; I v r e c h e t 
a l 1 9 6 2 ; l i i m m e i w o i t II S w i f t 1 9 7 0 ) m.ay be f o u n d i n som.e p e r s o n s a n d 
i s c o m p o s e d o f a n u m b e r o f t r a i t s i n c l u d i n g : -
1 ) A h i g h d e g r e e o f c o n f o r m i t y l e a d i n g t o c o n v e n t i o n a l i s m , 
2 ) R i g i d i t y o f t h i n k i n g . 
5 ) O v e r - c o n c e r n w i t h s t a t u s a n d p o w e r r e l a t i o n s . 
4 ) R e a d i n e s s to s t e r e o t y p e a n d g e n e r a l i s e , e s p e c i a l l y a b o u t 
s u b o r d i n a t e s , 
5 ) D e p e n d e n c e u p o n a u t h o r i t y , 
6 ) P r o j e c t i o n o f h o s t i l i t y . 
7 ) S u b m i s s i o n t o o r g a n i z a t i o n a l s u p e r i o r s a c c o m p a n i e d by a g g r e s s i v e 
d o m i n a n c e o v e r s u b o r d i n a t e s . 
8 ) J C e s p o n s e t o e v e n t s w i t h d i s t r u s t a n d c y n i c i s m w h i c h , i n h i g h 
a u t h o r i t a r i a n s , l e a d s t o a j a u n d i c e d v i e w o f l i f e a n d w o r k . 
A l t . h o u g h v a r i o u s t e s t s f o r m e a s u r i n g a u t h o r i t a r i a n i s m a r c a v a i l a b l e 
( e . g . t h e l o n g - a n d s h o r t - P s c a l e s ) n o s u c h t e s t s w e r e u s e d i n t h i s 
p r o g r a m m e . A s l i i m m e l v / e i t & S w i f t r e p o r t , a u t h o r i t a r i a n i s m i s 
m a n i f e s t e d i n v a r i o u s w a y s b u t , a m o n g s i ) i p s ' o f f i c e r s a n d s h o r e 
p e r s o n n e l , t h e m o s t c o s i l y o b s e r v a b l e m a n i f e s t a t i o n s o c c u r e d i n 
s t a t e m e n t s a b o u t ^ a n d a t t i t u d e s a n d b e h a v i o u r t o w a r d s s u b o r d i n a t e s ; 
s u b m i F i s i o n to s u p e r i o r s a n d d e f e n c e o f s u p e r i o r s t o o u t s i d e r s ; 
m a n o c u v r i n g s t o g^i in p l i y s i c a l p r o x i m i t y w i t h s u p e r i o r s d u r i n g s o c j a l 
g a t h . e r i n g . s . W h e n , i n t h e s k e t c l i e s w h i c h f o l l o w , t h e r e s e a r c h e r 
d e s c r i b e s an i n d i v i d u a l a s a h i g h a u t h o r i t a r i a n , n o c l a i m i s b e i n g 
made t h a t t h e i n d i v i d u a l i s h i g h on a l l e i g h t c h a r a c t e r i s t i c s d e s c r i b e d 
a b o v e ; w h a t i s b e i n g c l a i m e d i s t h a t t h e i n d i v i d u a l i s h i g h on 
c h a r a c t e r i s t i c s n u m b e r e d 1 ) , 3 ) , 4 ) , 7 ) a n d , i n s o m e c a s e s , 8 ) a b o v e . 
i l u r e a u c r a c y i s a f o r m o f o r g a n i z a t i o n a l s t r u c t u r e w e l l r e p o r t e d i n 
t h e 1 i t e r a t u r e . W e b e r ( 1 9 2 1 ) ; A r g y i c ( 1 0 6 7 ) ; i i e n n i s (1 9 0 6 ) ; 
B l a u S c o t t ( 1 9 G ; 5 ) ; H u t t o n ( I 9 G 9 ) ; M e r t o n ( 1 9 5 7 ) ; U d y ( 1 9 5 9 ) ; 
S t i n c h c o m b e ( 1 9 5 9 ) a n d o t h e r s h a v e i d e n t i f i e d m a n y o f t h e 
c h a r a c t e r i s t i c s o f b u r e a u c r a c i e s . W i t h i n t h e t w o c o m p a n i e s i n v o l v e d 
j.n t h i s p r o g r a m m e , the l e v e l o f e a c h c h a r - a c t e r i s t i c w a s o b t a i n e d 
i n t h r e e s e p a r a t e w a y s : -
( i ) f r o m i n t e r v i e w s t a t e m e n t s a n d d i s c u s s i o n s ; 
( i i ) f r o m d i r e c t o b s e r v a t i o n s by t h e r e s e a r c h e r ; a n d 
( i i i ) f r o m s p e c i f i c t i u e s t i o n s i n t h e l o n g q u e s t i o n n a i r e . 
( s e e s t a t i s t i c a l a p p e n d i x ) . 
I n t h e e a r l y s t a g e s o f t h e p r o g r a m m e , g r e a t d i f f i c u l t y w a s f o u n d i n 
g e t t i n g p e o p l e t o d i s c u s s t h e b u r e a u c r a t i c n a t u r e o f t h e i r c o m p a n i e s 
f o r t h e w o r d " b u r e a u c r a c y " c a r r i e s w i t h i t p e j o r a t i v e c o n n o t a t i o n s 
o f i n e f f i c i e n c y , r e d - t a p e a n d i m p e r s o n a l i t y . T h e d e t e r m i n a t i o n o f 
e x i s t i n g d e g r e e s o f b u r e a u c r a c y h a d to be o b t a i n e d by s t r u c t u r i n g 
t h e i n t e i - v i e w s a r o u n d t h e c h a r a c t e r i s t i c s r a t h e r t h a n a r o u n d t h e 
w h o l e n e s s o f b u r e a u c r a c y ^ 
I t was i n t h i s a r e a t h a t t h e r e s e a r c h e r f o u n d t h e g r e a t e s t d i f f i c u l t y 
i n k e e p i n g h i s own v i e w s a n d a t t i t u d e s s e p a r & t e f r o m w l i a t was 
o b s e r v e d a n d s a i d by o t h e r s . D r a v / i n g on t h e d e f i n i t i o n s o f ' f e a t u r e s ' 
a n d ' a t t r i b u t e s ' g i v e n a t t h e b e g i n n i n g o f t h i s r e s e a r c h r e p o r t , 
t h e t a b l e o f c h a r a c t e r i s t i c s g i v e n on t h e f o l l o v , - i n g p a g e s s h o w s j 
a g a i n s t e a c h c h a r a c t e r i s t i c , t h e o b j e c t i v e r e a l i t y o f e a c h u n d e r 
t h e h e a d i n g * f e r ? t u r e ' a n d t h e s u b j e c t i v e a w a r e n e s s o f t h e c h a r a c t e r i s -
t i c h e l d by m e m b e r s o f t h e c o m p a n y u n d e r t h e h e a d i n g ' a t t r i b u t e ' . 
:> :->:) -
T h e b u r e a u c r r i t i c f e a t u r e s o f 
S c a l i n g s y m b o l s u s e d : 
H = c h a r a c t e r i s t i c f o u n d a b s o l u t e l y 
o r t o h i g h d e g r e e 
M = c h a r a c t e r i s t i c f r e q u e n t l y s e e n 
o r t o m e d i u m d e g r e e . 
L ~ c h a r a c t e r i s t i c r a r e l y or* r . e v e r 
s e e n o r t o l o w de . i<ree . 
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1 ) A f o r m a l , r ; ; . t i o n a 1 l y o r g a n i z e d s o c i a l 
3 t r u e t u r e c J e a r l y d e f i n i n g pa t t e r n s 
o f a c t i v i t i e s a l l b e i n g r e J. a t e d t o t h e 
p u r i > o s e s o f t l io c o m p a n y . 
li H H Vi L H 
2 ) A c o m p r e h e n s i v e s e t oT iMi les a n d 
r e g u l a t i o n s e m b r a c i n g j o b d e s c r i p t i o n s 
a n d \v! 1 a t s h o u 1 b e d o n e u11 de r a 1 1 
k n o w n a n d e x p e c t e d o c c u r r e n c e s . 
H H I{ M L M 
3 ) T i i e o r g a n i z a t i o n i s c o m p o s e d o f a s e t 
o f " o f f i c e s " e a c h o f wh i ch. h a s i t s 
d e s i g n a t (; d r e s p o n s i, b i 1 i t: i e s a n d 
a u t h o r i t y a n d a l l o f w h i c i i a r e 
a r r o i ^ g c d i . r i to a h i e r a r c h y . 
ii il H L I H 
• 
. ™ -
4 ) C l e a r l y d e f i n e d l i n e s o f a u t i t o r i t y 
r u n d own w a r d s t h r o u g Ii t h e o r g a n i z a t i o n 
u s u a l l y b a s e d on t l i e p r i n c i p l e o f 
" o n e man - o n e b o s s " , 
H 11 M L b H 
5 ) S t a t u s , o b i i g a t i o n s a n d p r i v i l e g e s -
a r e c l e a r l y r e l a t e d to a u t h o r i t y ^ v h i c h ^ 
i n t u r n , - i s c l e a r J y r e l a t e d t o 
h i e r a r c h i c a 1 3 t a n d i n g . 





G ) A u t h o r i t y , i . e . t h e p o w e r t o c on t r o l , 
l i e s i n t h e " o f f i c e " a n d n o t i n t i i e 
p a r t i c u l a r p e r s o n wlio h a p p e n s t o be 
f i l l i n g t h a t " o f f i c e " . 
)I M II U L H 
7 ) T h e r j g h t . s a n d p r i v i l e g e s a t t a c h t o 
t h e " o f f i c e s " a n d n o t t o t h e i n c u m b e n t s , 
11 11 H H li M 
8 ) T h e r e i s a d i v i s i o n o f l a b o u r a c c o r d i n g 
t o s p e c i a l i s m s a n d a c c o r d i n g t o t h e 
i*u l e s . 
I! li H L L M 
r • • . - • — • • - ——— 
0 ) A l l o r m o s t a d m i n i s t r a t i v e a c t s , 
d e c i s i o n s a n d r u l e s a r e r e c o r d e d i n 
w r i t i n g . 
11 M H L L M 
1 0 ) I m p e r s o n a l i t y i n t h e a p p l i c a t i o n o f 
t h e r u l e s t o i n d i v i d u a l c a s e s . 
H L M L L I 
1 1 ) P r o m o t i o n on m e r i t M M L H n II 
1 2 ) E x p e c t a t i o n o f l i f e - l o n g t e n u r e o r 
e m p l o y m e n t . 
II H H L L L 
1 3 ) A l l p l i y s i c a l a n d e c o n o m i c p r o p e r t y 
b e l o n g s t o t h e o r g a n i z a t i o n a n d n o t 
t o . i n d i v i d u a l s . 
H H H H II H 
1 4 ) S u b o i ' d i n a t e s d e p e n d u | )on s u p e r i o r s 
f o r r e w a r d s o u t s i d e t h e I ' o r m a l l y 
r e g u l a t e d r e w a r d s * 
11 il I L I M 
2 2 G 
T h e l i s t o f c l i a 
e x h a u s t i v e b u t , 
no m e a i ' S c o n v i n 
s t u l t i f y i n g t o 
t h e l i t e r a t u r c o 
I n o i ' d e r t o mea 
G o r d o n ' s ( 1 9 7 0 ) 
t o e a c h r e s p o n d 
( i ) S e i f - s u b o r d 
c o n f o r m i t y ; a n d 
a r e d e s c r i b e d i. 
i*ac t e r i s t i c s l ) t o I d ) i s by no m e a n s 
a f t e r c o m p l e t i n g t l i e f i e l d w o r k , I air: by 
c c d t h a t t h e s e c h a r a c t e r i s t i c s a r e q u i t e a s 
t h e i n d i v i d u a l a s r e p o r t e d - o r i m p l i e d - i n 
o r i e n t a t i o n , I a p p l i e d s u r e b u r e a u c r a t i c 
W o r k li:nvi r o n m e n t P r e f e r e n c e S c h e d u l e ( W E F S ) 
c u t . T h i s t e s t i s d e s i g n e d t o m e a s u r e 
i n a t i o i i ; ( i i ) I m p e r s o n a l i z a t i o n ; ( i i i ) R u l e 
( i v ) T r a d i t i o n a l i s m . T h e r e s u l t s o f t h i s t e s t 
n d e t a i l e l s e w h e r e . i n t h i s r e p o r t . 
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\<o m a t t e r how t h e y may bo d e f i n e d , s o c i a l s y s t e m s a r c c o m p o s e d o f 
i n d i v i d u : i l s a n d , b e f o r e p r o c e e t l i n g n n y f u r t h e r w i t i i t ! i i s r e p o r t , 
i t may »»e a p p i ' o p r i a t e t o d r a w t h u m b n a i l s k e t c l i e s o f some o f t h e 
p e o p l e i n v o l v e d i n t h i s p r o g r a m m e . 
To p r - o t e c t i n d i v i d u a l s a g a i n s t i d e n t i f i c a t i o n a n d e x p o s u r e , p s e u d c n y m . s 
a i ' e u s e d t T i r o u g h o u L a n d i f , by a n y c h a n c e , t l i c r e e x i s t s a s e a f a r e r 
w i t l i one o f t h e c h o s e n n a m e s , s u c t i i s p u r e l y c o i n c i d e n t a l . 
T h e d a t a u s e d i n t h e s e s k e t c h e s c a m e f r o m d i r e c t o b s e r v a t i o n s b.y t i i e 
r e s e a r c h e r ; f r o m f o r i / s a l a n d i n f o r m a l i n t e r v i e w s ; f r o m r e s p o n s e s t o 
t h e l o n g a n d s i i o r t (.|u e s t i on na i r e s ( s e e s t a t i s t i c a l a p r - e n d i x ) ; rnid 
f r o m i n f o r m a l d i s c u s s i o n s d u r i n g s o c i a l g a t l i e i ^ i n g s . 
T o a v o i d b r e a k i n g t h e f l o w w i t h t o o m a n y s u b - h e a d i n g s , e a c h s k e t c h 
w i n t a k e t l i e f o r m o f a b r i e f p e r s o n a l d e s c r i p t i o n f o l l o w e d by 
s e p a r a t e p a r a g r a p l ' t s i n t h e o r d e r : 
- t It e a u t h o r i t y s t r u c t u r e ; 
- t h e 2'i h o u r c o m i i M i n i t y ; 
- r o l e c o n f l i c t ; 
- t a s k a n d s e n t i e n t g r o u p s ; a n d 
- t i i c p r o m o t i o n a l s y s t e m . 
G r e a t e r ' w e i g i t t i s a t t a c h e d t o t h e w o r l d a s e a c h man s e e s i t r a t i i e r 
t h a n to t h e a s p e c t s o b s e r v e d by t t i e r e s e a r c h e r . 
Tom 1 [ i t c h i n s M a st r : A g e d 4 0 + ; m a r r i c c i \ v i t h c l i i l d r c n ; 5 0 y e a r ' s a t 
s e a , a i l v / i t h i n Geiii O i l ; a v e r y l o w W E P S s c o r e o f 1 9 ; a w a r m , o u t g o i n g 
p e r s o n a l i t y f f r e q u e n t l y s e e k i n g t l i e c o m p a n y o {" s e l e c t e d f r i e n d s on 
b o a r d ; s t r o r . g l y o r i e n t e d t o w a r d s t l i e c o m p a n y ' s g o a l s ; s o m e w h a t 
i n t o l e r a n t o f m i s l j e h a v i o u r among r a t i n g s . 
W l i i l c b e l i e v i n g t h a t n e i t h e r h e n o r h i s o f f i c e r s a r e o v e r - c o n t r c l i e d 
by s h o r e s t a f f a n d t h a t he i s a b l e to e x e r c i s e a g r e a t d e a l o f 
d i s c r e t i o n i n t h e i n t e r p r e t a t i o n o f t h e r u l e s , Tom n e v e r thv^ 1 e s s 
s e e s t h a t one o f t h i s f i r s t d u t i e s a s M a s t e r i s t o e n s u r e t h a t a n y 
i n s t r u c t i o n s f r o m h e a d - o f f i c e a r e p r o p e r l y e x e c u t e d on b o a r d . I f a 
p a r t i c v i l a r i n s t r u c t i o n i s r e p u g n a n t , Tom b e l i e v e s i n o b e y i n g i t f i r s t 
a n d o b j e c t i n g t o i t l a t e r . W h i l e n o t e n j o y i n g t i i e d u t y , he h a s no 
l i o s i t a t i o n i n " l o g g i n g " a r a t i n g w h e n o c c a s i o n d e m a n d s . 
he s e e s t h e r u l e s a n d r e g u l a t i o n s a s g u i d e l i n e s a n d t h e s h o r e 
s u p e r i n t e n d e n t s a s f r i e n d s who w i l l d e f e n d i» im s l i o u l d s o m e t h i n g go 
w r o n g on b o a r d , T o m , l i k e t h e o t h e r s e n i o r o f f i c e r s on b o a r d , d o e s 
n o t r e l i s h t h e t h o u g h t o f " M i c a " b e i n g h e l d up t i c f O r e ' t h e r e s t o f 
t h e f l e e t a s a n e x a m p l e o f a h i g h p e r f o r m i n g s h i p ; h e s e e s t h e 
c o n t i n u i n g h i g h p e r f o r m a n c e o f t h i s s h i p a s a m e a n s w h e r e b y he ( a s 
a n i n d i v i d u a l ) a n d t h e s e n i o r o f f i c e r g r o u p c a n b u i l d u p a s t o c k o f 
g o o d w i l l i n h e a d - o f f i c e w h i c h g o o d w i l l may be u s e d C a ) ' t o i n . n g l e h i m 
o u t a s an i d e n t i f i e d i n d i v i d u a l f r o m "the v e r y l a r g e n u m b e r o f M a s t e r s 
i n Gem O i l ; a n d ( i i ) a s a f o r m o f d e f e n c e s h o u l d h e b e c o m e i n v o l v e d 
i n an a c c i d e n t i n t h e f u t u r e , '^'hat i s , Tom s e e s h i g h p e r f o r m a n c e o f 
t l i e s h i p a s a m e a n s o f se 1 f - i d e n t i f i c a t i o n a n d s e l f - d e f e n c e a n d , 
b e c a u s e o f b e l i e v e d s u c c e s s i n t h e s e a r e a s , l ie f e e l s v e r y s e c u r e , 
Tom H i t c h i n ' s i n n e r s e c u r i t y p l u s h i s h i g h a f f i i i a t i v e n e e d s ( h e i s 
an o n l y c h i l d ) may a c c o u n t f o r t h e f a c t t h a t he d o c s n o t I ' c m . a i n 
d i s t a n t a n d g o d - l i k c ( a s t h e C a p t a i n B l i g h s o f f i c t i o n ) b u t j o i n s 
i n s o c i a l a c t i v i t i e s on b o a r d on a C h r i s t i a n n a m e b a s i s . 
T o m ' s b a c k l o g o f e x p e r i e n c e a s a M a s t e r e n a b l e s h i m t o e x p e r i e n c e 
t h e M a s t e r - . ^ i l o t r o l e c o n f l i c t w i t h o u t s i g n s o f s t r e s s ; h e a v o i d s 
t h e M a s t e r - M a n a g e m e n t C o m m i t t e e c o n f l i c t by s i m p l y n o t h o l d i n g 
M a n a g e m e n t C o m i i s i t t e e m e e t i n g s ; a n d h e c o p e s w i t h t h e i \ ' t a s t e r - * A g e n t 
r o l e c o n f l i c t by s i m p l y a c c e p t i n g , v v i t h o u t q u e s t i o n , w i i o m s o e v c r t i i e 
comi^any h a s a p p o i n t e d a s A g e n t c 
- 22 8 -
T o m ' s t a s k g r o u p - a s he s e e s i t - i s a t r i a d o f i U m s e l f , t h e c h i e f 
m a t e a n d t h e c h i e f e i i g i n c e r a l t h o u g h , w h i l e t h e s h i p i s m o v i n g t h r o u g h 
c o n g e s t e d w a t e r s , h i s t a s k g r o u p i s e x t e n d e d t o i n c l u d e t h e 
n a v i g a t i n g o f f i c e r s . He c h o o s e s h i s s e n t i e n t g r o u p n o t o n t h e b a s i s 
o f p r o f e s s i o n a l d i s c i p l i n e b u t on e q u a l c o m m i t m e n t t o Gem G i l - t h u s 
h i s s e n t i e n t g r o u p i s c o m p o s e d o f h i m s e l f , t h e c h i e f m a t e a n d t h e 
c h i e f e n g i n e e r . T h e t o t a l l y o v e r l a p p i n g t a s k a n d s e n t i e n t g r o u p s 
a t t h e t o p o f t h e h i e r a r c h y i s a m a r k e d f e a t u r e o f t h i s s h i p . 
Tom l i i t c h i n s s e e s Gem O i l a s a g o o d c o m p a n y t o w o r k f o r . Q u o t e " Y o u 
r e a l i s e y o u ' r e n o t a n a m e a n d n u m b e r w h e n s o m e t h i n g g o e s w r o n g a t 
home o r w i i e n y o u f a l l i l l " . He h a s s e e n m a n y c h a n g e s w r o u g h t d u r i n g 
h i s 30 y e a r s w i t h t h e c o i n p a n y a n d e x p r e s s e s n o f e a r o f f u t u r e 
c l i a n g e s , Q u o t e "Cem c h a n g e s s l o w l y ; we d o n ' t go o f f r u s h i n g i n t o 
new t h i n g s w i t h o u t a l o t o f p l a n n i n g a n d t h o u g h t . T h e c o m p a n y h a s 
g o t a g o o d t r a i n i n g s c h e m e s o i f t h e y d e c i d e t o r u n new t y p e s o f 
s h i p s t h e y ' l l make s u r e t h a t p e o p l e a r e p r o p e r l y t r a i n e d , A l o t 
o f n o n s e n s e i s t a l k e d a b o u t t h e s p e e d o f c h a n g e . T a k e t h e V L C C ' s -
a f e w y e a r s b a c k , a n y o n e w o u l d h a v e s a i d y o u w e r e c r a z y i f y o u 
m e n t i o n e d a t 2 0 0 , 0 0 0 t o n n e r - b u t w e ' v e g o t t h e m now a n d t h e p e o p l e 
r u n n i n g t h e m a r c n o d i f f e r e n t t o y o u a n d m e . N o , t h e b i g g e s t c h a n g e 
i s i n t h e p e o p l e a n d t h e w a y we h a v e t o g e t t h e b e s t o u t o f t h e men 
v / e ' r e g i v e n " . 
T o m * s c o m p r o m i s e p a t t e r n s a r c c l e a r l y v i s i b l e . A t o n e l e v e l , he 
f e e l s t h a t h i s y e a r s o f l o y a l s e r v i c e w i l l c o r r e c t l y be I ' e w a r d e d 
by a g o o d p e n s i o n . A t a n o t h e r l e v e l , h e f o c l s t h a t h i g h p e r f o r m a n c e 
on h i s p a r t w i l l be r e w a r d e d by s t r o n g e r s o 1 f - i d c n t i f i c a t i o n a n d 
s e l f - d e f e n c e . And a t s t i l l a n o t h e r l e v e l , l i e i\us s t r u c k a b a r g a i n 
w i t h t h e c h i e f m a t e a n d c h i e f e n g i n e e r u n d e r w h i c h h e w i l l b a c k 
t l i c m u p , a n d b e n d t h e I ' u l e s i f n e c e s s a r y , i n r e t u r n f o r t t \ e i r 
c o n t i n u i n g l i i g h p e r f o r m a n c e i n t h e i r s p e c i a l i s m s . 
A r t h u r L e w i s , C h i e f M a t e ; A g e d 3 0 + ; m a r r i e d w i t h c h i l d r e n ; 18 y e a r s 
a t s e a , a l l w i t h i n Gem O i l ; a h i g h e r t h a n a v e r a g e V / E P S s c o r e a t 3 6 ; 
a w a r m p e r s o n a l i t y f r e q u e n t l y s e e k i n g t h e c o m p a n y oV o t h e r s on b o a r d ; 
h i g h j o b s a t i s f a c t i o n e x p e r i e n c e d i n e f f i c i e n t c a r g o - h a n d l i n g a n d , 
t o s e c u r e t h i s s a t i s f a c t i o n , h e m a i n t a i n s g o o d r e l a t i o n s w i t h t e r m i n a l 
p e r s o n n e l i n o r d e r t o a v o i d d e l a y s a n d t o b e n d r u l e s w h e n s a f e t o 
do s o ; s o m e w h a t i n t o l e r a n t o f m i s b e h a v i o u r a m o n g r a t i n g s . 
A r t h u r " b c l i e v e s t h a t Gem O i l h a s m o r e r u l e s a n d r e g u l a t i o n s t h a n 
do o t h e r c o m p a n i e s a n d t h a t c o n t r o l f r o m t h e s h o r e s t a f f , i n G e m , 
i s e x c e s s i v e . He a c k n o w l e d g e s t h e e x i s t e n C C ' O f f r i e n d s h i p p a t t e r n s 
b e t w e e n s f i i p s ' o f f i c e r s a n d t h e i r i m m e d i a t e s u p e r i n t e n d e n t s a s h o r e 
b u t f i n d s t h a t he- i s f o r e v e r c o m i n g u p a g a i n s t b r i c k w a l l s c r e a t e d 
by r u l e s . He f e e l s t h a t l o n g s e r v i c e i n h i s p r e s e n t s h i p , p l u s h i s 
c l e a r l y d e m o n s t r a t e d c o m p e t e n c e , m a k e s h i m f a r m o r e k n o w l e d g e a b l e 
a b o u t t h e s h i p t h a n s o m e s h o r e m a n a g e r s e n t t o c h e c k up on h i m 
d u r i n g a f l e e t i n g v i s i t . He e n j o y s t h e f r e e d o m h(i h a s t o p l a n a n d 
d i r e c t c a r g o - h a n d l i n g i n a d a y - t o - d a y s e n s e b u t t h e c o m p a n y ' s r u l e s 
a n d o r g o n i ^ a t i o n w h i c h p r e v e n t h i m f r o m e x e r c i s i n g l o n g e r - t e r m 
c o n t r o l o v e r t l i e s h i p e . g . i n m a n n i n g , s t o r e s , e x p e n d i t u r e s a n d 
r e p a i r s , he e x p e r i e n c e s a s h i g l i l y r e p u g n a n t . 
A s w i t h Tom H i t c h i n s , A r t h u r L e v e l s h a s a l s o s u c c e e d e d i n s p l i t t i n g 
t h e w o r k a n d l i f e a r e a s on b o a r d . I^e s e e k s t h e c o m p a n y o f o t h e r s 
a n d r e l a t i o n s h i p s w i t h o t h e r s i n t h e b a r a r e on a f r i e n d l y a n d f i r s t 
name b a s i s . I n p a r t i c u l a r , A r t h u r s h o w s f r i e n d l i n e s s t o w a r d s t h e 
y o u n g c a d e t s t o w h i c h t h e s e y o u n g men r e s p o n d w a r m l y , ( I n m a n y s h i p s 
i t i s t r a d i t i o n a l f o r s o m e c h i e f m a t e s t o a b u s e d e c k c a d e t s ) 
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A l l t l i e i n c j . d f : n t s o f r o l e c o n f l i c t , a n ; b i g u i t y a n d s t r e s s o b s e r v e d 
i n A r t h u r i , e w i s i n v o l v e d s l i o r o p e o p l e . Ji\ o n e c a s e , i n s t r u c t i o n s w e r e 
r e c e i v e d f r o m l i c a d o f f i c e t h a t t l i e o l d , e x p e r i e n c e d pumpman s h o u l d be 
r e l i e v e d by a y o u n g b o y ( m u c h a g a i n s t A r t h u r ' s w i l l a n d j u d g e m e n t ) a n d 
i n a n o t h e r c a s e , t h e a g e n t ( a j i p o i n t e d by h e a d o f f i c e ) r e f u s e d t o o r d e r 
a t u g a n d | ; i l o t f i t t h e t i m e A r t h u r w a n t e d . A r t h u r f e l t p o w e i ' i e s s . 
A r t h u r ' s p r i i t u i r y t a s k a n d s e n t i e n t g r o u p s .;ctre t h e t r i a d o f t\\c 
I ' . i y s t c r , c h i e f e n g i n e e r a n d h i m s e l f a l t h o u g h , w h e n e v e r t h e s h i p i s 
i n p o r t , h i s t a s k g r o u p i s e x t e n d e d t o i n c l u d e t h e r e m a i n i n g d e c k 
o f f i c e r s anti t h e p u m p m a n . He a l s o h a s f r i e n d l y r e l a t i o n s h i p s w i t h 
t h e s e c o n d e n g i n e e r , 
A r t h u r i s s t i l l a f f e c t e d by t h e c o m p a n y ' s p r o m o t i o n a l s y s t e m . 
P r o m o t i o n t o P i a s t e r i s o n e o f A r t h u r ' s g o a l s a n d he k n o w s i t i s 
w i t h i n h i s r e a c h b e c a u s e o f t h e s e l f - r e l i e v i n g s y s t e m a b o a r d t h i s 
s h i p i . e . w h e n t h e p r e s e n t M a s t e r ( T o m l l i t c h i n s ) g o e s o n l e a v e , 
A r t h u r t a k e s c o m m a n d . A i t l i o u g h t h i s s e 1 f - r e 1 l e v i n g s y s t e m g i v e s 
t h e c t i i e f m a t e e a r l i e r coni inand t h a n u r t d e r c o n v e n t i o n a l s y s t e m s , i t 
p l a c e s n n - e x c e e d i n g l y h e a v y b u r d e n o f r o l e c o n f l i c t a n d p r o o f o f 
c o m p e t e n c e u p o n h i m . A s c h i e f m c i t e , h e h a s t o s h o w h i s c o m p e t e n c e 
a s a c a r g o - h a n d l e r a n d , a s M a s t e r , h i s c o m p e t e n c e i n h a n d l i n g t h e 
s h i p a n d c o - o r d i n a t i n g o f f i c e r s a n d c r e w . F o r t u n a t e l y , i n t h i s s h i p , 
t h ( ; r e i s a d e g r e e o f s i m i l a r i t y o f p e i ^ s o n a 1 i t i c s b e t w e e n Tom a n d 
A r t h u r - t h e r e i s , a l s o , t h i s s u c c e s s f u l s p l i t t i n g o f w o r k a n d l i f e 
a r e a s - s o t h a t A r t h u r s h o u l d n o t f i n d i t t o o d i f f i c u l t t o m a k e 
t h e s v . ' i t c h f r o m c h i e f m a t e t o M a s t e r a n d b a c k a g a i n w h i l e s t i l l , 
r e t a i n i n g Uis f r i e n d s l i i jj s w i t h t h e r e m a i n i n g o f f i c e r s . A t t ) i e t i m e 
o f t h e r e s e a r c h , A r t h u r i s i n t h e s i t u a t i o n o f h n v i n g t o m a k e p r e t t y 
I i e i j v y " p a y m e n t s " t o t h e r e m a i n i n g o f f i c e r s i n r e t i i r n f o r c e r t a i n 
e a s e i n h i s f i r s t c o m m a n d a n d t o s e c u r e h i s p l a c e w i t h i n t h e gi^oup 
wi i cn l^e r e j o i n s t h e m a s c h i e f m a t e . 
A r t h u r L e w i s s e e s Gem O i l a s a f a i r l y g o o d c o m p a n y t o w o r k f o r ; he 
f e e l s t h a t i t o f f e r s s l o w b u t s u r e p r o m o t i o n a n d v e r y m u c h m o r e 
s e c u r i t y t h a n o t h e r s h i j i p i n g c o m p a n i e s . He e x p e r i e n c e s t h e l e a v e 
s y s t e m , f o o d a n d a c c o i m n o d a t i o n a s b e t t e r t h r m a v a i l a b l e e l s e w h e r e 
i n B r i t i s h s i i i p s b u t he e x p e r i e n c e s , i n the m o s t i ^ e g a t i v e w a y , t h e 
l a c k o f p r e c i s e comme r c i :i 1 i n f o r m a t i o n g i v e n t o t l i e s h i p a n d t h e 
m a n n e r i n w h i c h s l i i p b o a r d c o n t r o l / p l a n n i n g ( w h i c h h e f e e l s s h o u l d 
r i g h t l y be j ) l a c e d i n t h e h a n d s o f t h e s e n i o r o f f i c e r s ) i s t o t a l l y 
e x e c u t e d v . i t i i i n h e a d - o f f i c e . 
M."»rk G r a y ^ S e c o n d Ma t e . A g e d 27^-; m a r r i e d w i t h c h i l d r e n ; 11 y e a r s 
a t s e a , a l l w i t h i n Gem O i l ; an a v e r a g e WDPS s c o r e o f 31 ; a r e m o t e 
p e r s o n a l i t y n o t f r e q u e n t l y s e e k i n g t h e com]>any o f o t l i e r s on b o a r d . 
M a r k d i s p l a y s many s y m p t o m s o f t h e a u t h ox ' i t a r i a n p e r s o n a l i t y a n d , 
w h i l e b e l i e v i n g t h a t Gem O i l h a s m o r e r u l e s a n d r e g u l a t i o n s t h a n 
o t h e r c o m p a n i e s a n d t h a t a s t r i c t e r o b e d i e n c e t o t h e r u l e s i s 
r e q u i r e d i n Gem t l^an e l s e w h e r e , h e s e e s s u c h r u l e s a s n e c e s s a r y q u o t e 
" c s p t c i a i i y t o d a y w i t l i l o w e r e d s t a n d a r d s a m o n g t h e o f f i c e r s a n d 
r a t i n g s " . A s c a n be s e e n i n t h e a n a l y s e s o f t h e l o n g q u e s t i o n n a i r e , 
M a r k s e e k s t h e s e c u r i t y o f f i r m a n d u n a l t e r a b l e r u l e s . A f e w m o n t h s 
b e f o r e t h i s p r o g r a m m e , M a r k h a d s u f f e r e d an u n p l e a s a n t e x p e r i e n c e 
w h e n , a f t e r h a v i n g b e e n t e m p o r a r i l y p r o m o t e d t o c h i e f m o t e , a s u b -
s e q u e n t i n c r e a s e i n f l e e t p e r s o n n e l r e s u l t e d i n h i s . b e i n g r e -
a p p o i n t e d t o t h i s p r e s e n t s h i p a s 2 n d m a t e , 
• , iuote " R a t i n g s n e e d t o h a v e a s y s t e m o f i n s t a n t p u n i s h m e n t s o 
t h a t t h e y a r e c l e a r a b o u t t h e p o s i t i o n . T o o m.uch i s l e f t t o t h e 
M a s t e r ' s d i s c r e t i o n w i t h t h e r e s u l t t h a t o f f i c e r s - e s p e c i a l l y 
s e c o n d a n d t h i r d m a t e s - f e e l l o s t i n c o n t r o l l i n g a n d d i s c i p l i n i n g 
r a t i n g s . I b e l i e v e i n m a k i n g t h e p o s i t i o n c l e a r w i t h r a t i n g s ; I c o u l d 
do t h i s a s . M a t e b u t a s s e c o n d m a t e I h a v e t o r e l y on t h e t o p . We 
n e e d d i s c i p l i n a r y b a c k i n g f r o m t h e t o p a n d t h a t ' s w h a t i s n o t 
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h a p p e n i n g i n t h i s s h i p . A r t h u r i s a l r i g h t , a n d s o i s t h e O l d Man i n 
some r e s p e c t s , b u t t h e y ' r e t o o s o f t w i t h t h e r a t i n g s . A l s o , t h e 
b a c k i n g we n e e d m u s t c o m e f r o m h e a d - o f f i c e - we s a y a man i s n o 
b l o o d y g o o d a n d t h e n e x t t h i n g we h e r e i s t h a t h e ' s b e e n o f f e r e d 
a c o m p a n y c o n t r a c t . Com i s g i^^LLing w i s e r no^v a n d i ? ! i p r o v i n g b u t t h e y 
d i d go t h r o u g h a s i l l y s t a g e " , 
M a r k w a n t s o r g a n i z a t i o n a l c l a r i t y b o t h a b o v e a n d b e l o w h i s p r e s e n t 
p o s i t i o n . f,Hiote "On my l a s t s h i p , t h e u i d Man w a s f i r m w i t h t h e c r e w . 
N o - o n e CO l i e d h i m by h i s C h r i s t i a n n a m e , h e w a s a l w a y s a d d r e s s e d a s 
' S i r ' , He c a l l e d me S e c o n d a n d , l a t e r . ; i ; i t e o r M i s t e r G r a y . I ' v e s e e n 
h i m t h r o w a t h i r d e n g i n e e r o u t o f t h e s a l o o n f o r - n o t - . v e a r i n g t i i e 
c o r r e c t u n i f o r m . . . , B u t h e r e t h i n g s a r e d i f f e r e n t ; y o u m.ust h a v e 
s e e r , t h a t . L o o k ho'.v e v e r y o n e c a l l s t l i e O l d r,!an *Tom* - I d o n ' t b e c a u s e 
I d o n ' t t h i n k i t ' s r i g l i t , s o 1 d o n ' t icnow w h a t t o c a l l h i m b e c a u s e 
n o - o n e e l s e c a l l s h i m ' S i r * 1 c i o n * t W i i n t t o be t h e o d d man o u t . A n d 
l o o k a t t h e way lie a n d A r t h u r d r e s s y o u m u s t h a v e s e e n t h e O l d ?.ian 
i n t l i a t w o o l e n c a r d i g a n t h i n g i n t h e b a r " 
A s a l r e a d y m e n t i o n e d , t h i s s l i i p h a s a d o p t e d a s e l f - r e l i e v i n g 
s y s t e m u n d e r w i i i c h t l ' t c c h i e l ' m a t e t a k e s c c i n m a n d d u r i n g t h e p e r m a n e i ^ t 
r » i a s t e r ' s v a c a t i o n p e r i o d s . M a r k d o c s n o t l i k e t i '^ i s '^uo te " S e l f -
r e l i e v i n g i s no g o o d . 'Ve a H u s e h i s f i r s t n a m e n o w , b u t w h a t a r e we 
g o i n g t o c a l l A r t h u r n e x t t r i p vihcu l i e ' s t h e M a s t e r ' . ' W e ' l l h a v e t o 
s w i t c h t o c a l l i n g h i m ' S i r ' a n d t l i e n b a c k t o c a i l i . n g h i m A r t h u r w h e n 
t h e O l d Man r e t u r r . s " , 
M a r k G r a y s e e s t h e w o r k a n d l i f e a r e a s a l ^ o a r d s h i p a s b e i i i g i n s c p e r a b l e 
J o l o n g a s r a n k s p e n e t r a t e b o t h t h e w o r k a n d o f f - d i j t y a r c a S j i ie 
f e e l s t h a t e v e r y o n e k n o w s w l i c r e t h e y s t a n d . Q u o t e " F r a t er-n i z i n g w i t h 
t h e c r e w ( i . e . r a t i n g s ) i s no g o o d - t h e j o b s u f f e r s " , 
Niark s u f f c r - s e x c e s s i v e r o l e c o n f l i c t f ro i :* h i s p e r s o n a l i t y a n d 
p r e v i o u s c h i e f m a t e e x p e r i e n c e s m i s m a t c h i n g t h e g e n e r a l s t y l e a n d 
h i s r a n k i n t h i s s h . i p . l ie w a n t s t o b e i i a v e a s a f i r m o f f i c e r , d i r e c t i n g 
tJ (0 r a t i j i g s i n t h e i r work but f i n d s t h a t h i s s e n i o r s do n o t w a n t , 
h i m to b e h a v e i n t h a t w a y . He w a n t s t o t a k e c h a r g e o f t ! i c n a v i g a t i o n 
o f t h i s s l i i p b i i t f i n d s t h a t Tom H i t c h i n s t a k e s c o n t r o l o f a l l 
na^• iS l^ t i o n . D r a w i n g on t h e s a t i s f a c t i o n h e d e r i v e d f r o m p a r t i c i p a t i n g 
i n p l a n n i n g a n d . d e c i s i o n - m a k i n g i n h i s l a s t s l i i p (Avhen h e w a s c h i e f 
m a t e ) , l ie w a n t s t o p a r t i c i p a t e i n s i m i l a r p l a n n i n g a c t i v i t i e s a b o a r d 
t h i s s h i p y e t f i n d s tn<it h e i - ; e x c l u d e d f r o m t.he t r i a d o f M a s t e r , 
c h i e f m a t e a n d c h i e f e n g i n e e r . 
Vr 'h i l e t h e s i i i p i s a t s e a , M a r k b e l o n g s t o t h e d e c k o f f i c e r t a s k 
gi^oup i n c r e a s e d t o i n c l u d e t i i e wa t c h l ; c e p i n g a b l c s e a m e n . I n p o r t I i i s 
t a s k gi^oup i n c l u d e s t l i e d e c k o f f i c e r s , pumpmen a n d d e c k c a d e t s , 
i i i s s e n t i e n t g r c u j ) i s c o m p o s e d o f t h e j u n i o r c h i e f m a t e , h i m s e l f 
a n d t i i e t / i i r c i m a t e . 
T h e c o m p a n y ' s p r o m o t i o n a l s y s t e m i s v e r y i m p o r t a n t t o M a r k a n d he 
i i a s an e x c e e d i n g l y s t r o n g d e s i r e t o r e g a i n t h e p o s i t i o n o f c h i e f m a t e , 
he p e r c e i v e s t h e c h i e f m a t e ' s j o b a s t h e m o s t a t t r a c t i v e a t s e a f o r 
he b e l i e v e s i t t o be f i l l e d w i t h c h a l l e n g e a n d t o c a r r y a t t r i b u t e s 
o f p o w e r a n d s t a t u s ^ M a r k w a n t s f a s t e r p r o m o t i o n a n d i s w i l l i n g t o 
pay a n y p r i c e f o r i t e x c e p t a. r e d u c t i o n i n t l i c f r e q u e n c y o f l e a v e f i . 
He s e e s Gem O i l a s b e i n g f a i r l y g o o d t o w o r k f o r b u t c o n t a i n i n g a 
w i d e v a r i e t y o f p e o p l e , some o f wliom a r e g o o d a n d f i r m w i i i l e o t i ^ . e r s 
a r e b a d a n d s o f t . He s e e s l i t t l e w r o n g i n t h e t r a d i t i o n a l m a n n i n g 
s y s t e m s b u t f e a r s t i t a t t i i e r e a r e t o o many p e o p l e t r y i n g t o p r e d i c t 
t h e f u t u r e a n d j n a k i n g m a n n i n g c i i a n g e s b e f o r e t i i c s h i p s a n d p e o p l e 
a r c r e a d y f o r s u c i i c i i a n g e s . 
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y. _?*l^.^£.-^riiliQ.^l*lC« A g e d 10 + ; m a r r i e d w i t h c h i l d r e n ; 2 4 y e a r s 
at" s e a , ^ t l i w i t h i n Gem u i l ; an a b o v e a v e r a g e Vt'EPS s c o r e o f 5 0 ; h i g h l y 
c o m m i t t e d t o h i s j o b a n d d e r i v i n g s a t i s f a c t i o n o u t o f h i g ! » t e c h n i c a l 
p e r f o r m r . n c e o f t h e s ' n i p ; a man \vho f i r m l y b e l i e v e s t h a t ID3Chi .nes a r e 
t h e r e t o do w i u i t iie t e l l s t h e m t o do a n d not" w h a t t h e y w a n t t o d o ; 
some o f h i s s u b o r d i n a t e s f o o l t h a t he t r a n s f e r s t h i s a t t i t u d e t o t h e 
c n g i n c ( : : r o f f i c e r s on b o a r d , 
E r i c s e e s t i i e c o m p a n y ' s r u l e s a n d r e g u l a t i o n s a s b e i n g e m i n e n t l y 
s e n s i b l e ; h e c a l l s on p r t s t e x p e r i e n c e s to i l l u s t r a t e t h a t t i i e r u l e s 
a r e boj^n o u t o f a c t u a l s h i p b o a r d e x p e r i e n c e s a n d he s e e s t h e m a s 
e s s e n t i a l l y p r a c t i c a l D P q v i d e d e v e r y o n e s t i c k s t o t h e m . He i s 
i n t o l e r a n t o f e n g i n e e r i n g i n c o m p e t e n c e i n o t h e r s b u t h e i s e v e n 
m o r e i n t o l e r a n t o f p e o p l e who d i s r u p t m e c n : - . n i c a i m a i n t e n a n c e 
s y s t e m s t h r o u g h n o t i o n s o f e c o n o m y . Q u o t e " T ' l a r i n e d m a i n t e n a n c e i s 
g o o d ; t h e j o b c ^ i r d s w e ' r e g i v e n a r e d r a w n u p f r o m e x p e r i e n c e on 
r u n n i n g v a r i o u s b i t s o f m a c h i n e r y . S o , i f t h e c a r d s a y s t h a t c e r t a i n 
s p a r e p a r t s m u s t be f i t t e d a f t e r s o mrmy r v ; n n i i ' \ s h o u r s , I m u s t f i t 
thorn . I t d o e s n ' t m a t t e r w i i e t l \ e r J t i i i n k tl^ .e e x i s t i n g p a r t s a r c 
a l r i g h t - i f t h e j o b c a r d s a y s r e p l a c e t h e m , I r e p l a c e t h e m . T h e 
t r o u b l e c o m e s when a n e n g i n e e r t h i n k s h e k n o w s b e t t e r t h a n t h e 
c a r d s . He t i i i n k s he i s s a v i n g t h e com.pany m o n e y by r e p l a c i n g t h e 
o l d p a r t s a n d k e e p i n g t h e s p a r e s on t h e s h e l f . So n e b o x e s u p t h e 
j o b wiLh t h e o l d p a r t s i n s i d e i:nd i r . a r k s t h e c a r d t h a t t h e b i t s w e r e 
r e n e w e d . The n e x t c ) » i e f c o m e s a l o n g a n d g e t s i n t o t r o u b l e w h e n t h a t 
m a c h i n e f a i l s s o o n a f t e r i t was; s u p p o s e d t o h a v e b e e n o v e r h a u l e d " 
I n common w i t h Tom H i t c h i n s , Eric b e l i e v e s t h a t ii"» s t r u e t i on s 
f r o m h e a d o f f i c e s h o u l d be o b e y e d b e f o r e ; m y o b j e c t i o n s a r e l o d g e d . 
S i g n s o 1' an a u t h o r i t a r i a n p e r s o n a l i t y c r e e p t h r o u g h i n th.e w a y h e 
d e f e n d s a l l s h o r e s t a f f a g a i n s t c r i t i c i s m s c o m i n g f r o m o u t s i d e r s 
a n d s u b o r d i n a t o s . 
E r i c a p i i r o v e s o f t h e s e p a r a t i o n o f l i f e a n d w o r k a r e a s t o a l i m i t e d 
d e g r e e a n d p a i ^ t i c i p a t c s i n the s o c i a l a c t i v i t i e s on D o a r d but t h e 
h i g h p r e s s u r e ar .d d i r e c t i o n w h i c h he i m p o s e s on t l i e e n g i n e e r s a t 
t h e i r w o r k p l a c e m a k e s i t d i f f i c u l t f o r t h e m t o c o m | i l e t e l 3 ' s w i t c h 
o f f a n d a c c e p t ^ h i m a s j u s t a n o t h e r i n d i v i d u a l i n t h e b a r . 
E r i c s h o w e d no s i g n s o f r o l e c o n f l i c t a n d s t r e s s by s i m p l y a c c e p t i n g 
t h a t h i s p r i : n a r y d u t y i s " t o k e e p t ! i e j o b r u n n i n g a t m a x i m u m 
e f f i c i e n c y " . 
E r i c i s a ir .ember o f t w o t a s k g r o u p s ( i ) f o r m e d o f t h e M a s t e r , c l i i e f 
m a t e , pumpman a n d h i i n s e l f f o r a l l c a r g o p u r p o s e s ; a n d ( i i ) f o r m e d o f 
a l l t h e e n g i n e e r o f f i c e r s f o r e n e r g y , p r o p u l s i o n a n d m a i n t e n a n c e 
p u r p o s e s . H i s s e n t i e n t g r o u p , h o w e v e r , i s c l e a r l y t h e M a s t e r , t h e 
c h i e f m a t e a n d h i m s e l f ; he t e n d s t o r e m a i n s o m e w h a t d i s t a n t f r c i i i t h e 
r e s t o f t h e e n g i n e e r s a n d t h i s i s c l e a r l y r e s e n t e d by h i s s u b o r d i n a t e s 
F o r e x a m p l e ; A l l d i e s e l s h i p s h a v e w h a t a r e k n o w n a s ' c r i t i c a l 
r e v o l u t i o n s o f t h e e n g i n e ' . W h e n t h e e n g i n e t u r n s a t t h i s s p e e d , t h e 
natuTLil f r e q u e n c y o f t h e h u l l c o i n c i d e s w i t h t h e f r e q u e n c y o f t h e 
e n g i n e a n d e x c e s s i v e v i b r a t i o n r e s u l t s . I t i s i m p o s s i b l e t o a v o i d 
p a s s i n g t h r o u g h t h e s e c r i t i c a l r e v o l u t i o n s w h e n t h e s h i p s l o w s down 
w h i l e e n t e r i n : ; p o r t a n d t h e common p r a c t i c e i s t o b r i n g t h e e n g i n e 
down t h r o u g h t h e s e ' c r i t i c a l r e v s ' a s q u i c k l y a s p o s s i b l e . A l s o , a t 
m o s t o i l t e r m i n a l s , i t i s f o r b i d d e n t o c a r r y o u t w e l d i n g t a s k s w h i l e 
t h e s h i p i s b e r t h e d a l o n g s i d e . W h i l e t h e r e s e a r c h e r w a s a b o a r d , t h e 
s h i p e n t e r e d R o t t e r d a m a n d to a v e r t s u b s e q u e n t d e l a y , E r i c w e n t t o 
t h e e n g i n e r o o m t o c o r i i p l e t e a w e l d i n g j o b b e f o r e t h e s h i p b e r t h e d . 
V i b r a t i o n w a s e x c e s s i v e w l i i l e t l i e s h i p e n t e r e d p o r t a n d l a t e r , d u r i n g 
a s o c i a l g a t h e r i n g , t h e s t a t e m e n t w a s made q u o t e ; " H e y , d i d y o u s e e 
how 1 h e l d h e r on t h e c r i t i c a l r e v s ? I k n e w E r i c w a s t r y i n g t o g e t 
t h a t j o b f i n i s i i e d , b u t b r h i ip . . H e ' s a l w a y s r u s h i n g t o g e t t h i n g s 
d o n e a n d t h a t j o b c o u l d h a v e e a s i l y w a i t e d u n t i l l a t e r " . 
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i i i r i c s e e s Gem O i l a s a l a r g e , f i n a n c i a l l y s t r o n g c o m p a n y w h i c h , 
a b o v e a l l e l s e , r e q u i r e s r e l i a b i l i t y a n d c e r t a i n t y o f s e r v i c e 
f r o m i t s s h i p s , i ie s e e s h i s d u t y a s h a v i n g t o p r o v i d e m e c h a n i c a l 
r e l i a b i l i t y at. t h e h i g i \ e s t p o s s i b l e l e v e l ( w i t h i n tl^e r e s o u r c e s 
a t h i s d i s p o s a l ) a n d a t a l m o s t a n y p e r s o n a l c o s t i n n ^ - j e n t m e n t o r 
r e j e c t i o n by s u b o r d i n a t e s . I n r e t u r n , h e s e e s Gem O i l g r a n t i n g h i m 
v e r y h i g h j o b s e c u r i t y . 
B i l l S t e a d m a n , _ 5 r d E n g i n e e r , A g e d 2 7 H-; 10 y e a r s a t s e a a l l w i t h . i n 
Gem O i l ; u n m a r r i e d ; r.n a b o v e a v e r a g e V.'KPS s c o r e o f 5 7 ; a n o n l y c h i l d 
w i t h , a p p a r e n t l y h i g h a f f i i i a t i v e i i c e d s ; o r i e n t e d m o r e t o w a r d s 
o p e r a t i o n a l t h a n m a i n t e n a n c e d u t i e s , 
I J i l J . s e e s the c o m p a n y ' s r u l e s a n d r e g u l a t i o n s a s r e a s o n a b l e a n d a s 
e s s e n t i a l f o r t h e e f f i c i e n t r u n n i . n g o f tiio s h i p b u t , d r a w i ) i g on j j a s t 
e x p e r i e n c e s , l ie f e e l s t h a t c o n t r o l f r o m t l i c s l ' . o r c i s e x c e s s i v e . I n 
h i s i n t e r - p e r s o n a l r e l a t i o n s h i p s w i t l i f e l l o w e n g i n e e r s , h e r a t e s 
t e c h n i c a l c o m p e t e n c e a b o v e p e r s o n a l i t y s t r e n g t l i s a n d d e f i c i e n c i e s ; 
h e a d m i r e s u r i c P a l m e r a n d A r t i i u r L e w i s f o r t h e i r v e r y h i g h t e c i i n i c a l 
s k i l l s . U n l i k e some o f t h e o t h e r e n g i n e e r s who p e r c e i v e i n s t r u c t i o n s 
f r o m K r i c a s s o : i i e w h a t o v o ' - d e m a u d i n g , B i l l r e a c t s p o s i t i v e l y t o 
l i l r i c ' s i n s t r u c t i o n s ^ 
T i i e s e p a r a t i o n o f w o r k and l i f e a r e a s e s t a J j l i s h e d by t l i c s e n i o r t r i a d 
i s w e l l a c c e p t e d by i i i l l a n d h e j o i n s i n a l l s o c i a l a c t i v i t i r r s on 
a f i r s t name b a s i s , 
n i l i . i s a n i n t e r e s t i n g c o n t r a s t w i c h M a r k G r a y , I t w i l l be r c m c r o b c r e d 
t l i a t iSUirk h a d s e r v e d i n i i i s p r e v i o u s s h i p a s c h i e f m a t e b u t w a s no.v 
s e r v i n g a s s e c o n d mav.e . B i l l , t o o , h a d e n j o y e d h i g h e r r a n k f o r , i n 
h i s l a s t s h i p , he h a d s e r v e d a s s e c o n d e n g i n e e r . Y e t , o n t h i s s h i p , 
B i l l s h o w s : no s i g n s o f r o l e c o n f l i c t i n h i s s u b o r d i n a t e p o s i t i o n -
h e f e e l s t h a t he i s h e r o t o l e a r n a b o u t d i e s e l e n g i n e s a n d t h a t he 
i s f o i - t u n a t e to be a b l e t o l e a r n f r o m s o h i g h a p e r f o r m . i n g c h i e f 
e n g i n e e r a s Eric, 
S i l l ' s t a s k g r o u p i s c l e a r l y f o r m e d o f a l l t h e e n g i n e e r o f f i c e r s . H i s 
s e n t i e n t g r o u p , t o o , i s c o m p o s e d o f a l l t h e e n g i n e e r o f f i c e r s . A t 
tl'ie t im.e o f t l i e r e s e a r c h B i l l w a s h o p i t i g t o be a c c c - p t e d by the t r i a d 
i n o r d e r to g : : i i i p e r m a n e n t a p p o i n t m e n t i: o t i i i s s h i p , 
T i i e p i ' o m o t i o n r i 1 s y s t e m i s i m p o r t a n t t o B i l l S t e a d m a n i n o r d e r ' t.o 
e s c ^ i p e f r o m t h e e n g i n e e r o f f i c e r g r o u p b e f o r e a u t o m a t i o n d e i - . o t c s , 
i n h i s v i e w , e n g i n e e r s f r o m o p e r a t i o n a l o f f i c e r s t o m a i n t e n a n c e 
f i t t e r s , l ie k n o w s t l i a t , o n c e h e r e a c h e s t h e p o s i t i o n o f C h i e f 
L i n g i n c e r j he v . i H be a n o p e r a t i o n a l o f f i c e r w i t T i i n Gem G i l a n d w i l l 
n o t be r e q u i r e d t o c a r r y ou t ' f i t t e r * t a s k s . I n t h i s , h e may r e f l e c t 
cor.imoi-.ly h e l d v i e w s o f e n g i n e e r o l ' f i c e r s who c i s b a r k c d on t h e i r 
c a r c G i ' s a s e n g i n e e r c a d e t s i n s t e a d o f t h r o u g h t h e t r a d i t i o n a l 
c l i a n n c l o f f i r s t h . a v i n g to c o m p l e t e a-n a p p r e n t i c e s h i p a s h o r e a s 
a f i t t e r o r m e c h a n i c . 
B i l l s e e s Gem u i l a s o w n e r s o f a l a r g e f l e e t o f d i v e r s e s h i p t y p e s 
o f f e r i n g r a p i d j j r o m o t i o n f o r e n g i n e e r o f f i c e r s w i l l i n g t o l e a r n a l l 
t h e y Call a b o u t d i f f e r e n t t y p e s o f m a c h i n e r y a n d v / i l l i n g t o s t u d y f o r 
a n d o b t a i n t h e i r c e r t i f i c a t e s o f c o m p e t e n c y , i le s e e s h i s f e i l o v ; 
o f f i c e r s a s m o r e f r i e n d l y t h a n t h o s e i n o t h e r f l e e t s a n d Gem s f i i p s 
a s r u n n i n g m o r e e f f i c i e n t l y t h a n o t h e r B r i t i s h s h i p s . 
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^:*l! l iJIH_-!^££i£i iE.* '"^SC^d -1 5 + ; ma r r i e d w i t h c h i 1 d r c m ; 
27 y e a r s a t s e a i n f i v e d i f f e r e n t c o m p a n i e s ; a n a v e r a g e iVl^I-S s c o r e 
o f 3 1 ; i n coriiinon w i t h t l i c m a j o r i t y o f c a t e r i n g o f f i c e r s e n c o u n t e i ^ e d 
d u r i n g t h i s p r o g r a m m e , m o r e c o n c e r n e d a b o u t i n d i v i d u a l s a n d t h e 
' a t m o s p h e r e ' on b o a r d t h a n a b o u t t h e t e c h n i c a l i t i e s o f h i s j o b . 
F r a n k e x p e r i e n c e s some p r o b l e m s i n g e t t i n g a d e q u a t e p e r f o r m a n c e o u t 
o f w h a t he p e r c e i v e s a s b e l o w a v e r a g e r a t i n g s . 
F r i u i k i s w i l l i n g t o m a k e v e r y h i g h p o i - m e n t s 
f o r b e t t e r b e h a v e d r a t i n g s . He s e e s h i s p r o b l e m s w i t h r a t i n g s a s 
b e i n g t i i e r e s u l t o f i n a d c t i u a t c p e r s o n n e l m a n a g e m e n t by M a s t e r s a n d 
s e n i o r o f f i c e r s r a t h e r t i i a n : i s a r e s u l t o f p e r s o n a l i t y d e f i c i e n c i e s 
i n t h e r a t i n g s t h e m s e l v e s . I n f a c t , h e f e e l s t h a t mai iy r ; i t i n g s h a v e 
m o r e g e n u i n e a n d c o m p l e t e p e r s o n a l i t i e s t h a n do many o f t h e o f f i c e r s . 
I n c o i i i m o n w i t h t h e m a j o r i t y o f t .he c a t e r i n g o f f i c e r s i n t h i s p r o g r a m m e , 
he b e l i e v e s t h a t c a t e r i n g o f f i c e r s h a v e a n i m p o r t a n t r o l e t o p l a y 
i n a c h i e v i n g h a r m o n y a l j o j r d s h i p a n d t h a t a g r e a t d e a l m o r e t i i o u g h t 
n e e d s t o be g i v e n t o t h e t o t a l ' l i f e ' a r e a i n s h i p s . T h r o u g h h i s 
u n i q u e p o s i t i o n a t t h e i n t e r f a c e o f o f f i c e r s a n d r a t i n g s h e i s a b l e 
to h e a r b o t h s i d e s o f many s t o r i e s a n d f e e l s t h a t some j u n i o r o f f i c e r s 
p r e s e n t a f a l s e f r o n t i n s o c i a l g a t l i e r i n g s . 
F r a n ^ : e x p e r i e n c e s e x t r e m e r o l e c o n f l i c t a n d s t r e s s . A s C a t e r i n g O f f i c e r 
he i s , f o r m a l l y , t h e h e a d o f a s l - i p b o a r d d e p a r t m e n t a n d y e t h e 
r e c o g n i s e s t h a t n e i t h e r h e n o r a n y o t h e r c a t e r i n g o f f i c e r h a s a 
D e p r i r t m c n t o f t r a d e a n d I n d u s t r y c e r t i f i c a t e s i m i l a r t o t h o s e I t c i d 
by t h e h e a d s o f t h e d e c k a n d e n g i n e e r i n g d e p a r t m e n t s . I n t h i s 
p a r t i c u l a r s h i p , F r a n k e x p e r i e n c e s g r e a t s t r e s s b e c a u s e , loven t h o u g h 
he i s t h e h e a d o f a d e p a r t m e n t , l ie i s l i r m l y e x c l u d e d f r o m t h e 
s e n i o r t r i a d . T i i c c a u s e o f t h i s e x c l u s i o n i s p a r t l y a p e r s o n a l i t y 
c o n f l i c t b e t w i ^ c n F i ^ o n k a n d Tom i l i t c h i n s a n d p a r t l y r e s e n t m e n t j by 
T o m , a g a i n s t c e r t a i n s h o r e m a n a g e r s f o r n o t a p p o i n t i n g t o t h e s h i p 
t h e c a t e r i n g o f i ' i c e r r e q u e s t e d by t h e t r i a d , F r a n k c x i j e r i e n c c s f u r t h e r 
c o n f l i c t ( i n common w i t l i o t h e r c a t e r i n g o f f i c e r s ) f r o m n o t k n o w i n g 
q u i t e w h e r e h e s t a n d s v i s - a - v i s t l \ e o t l i e r o f f i c e r s . D e c k a n d so :ne 
e n g i i i e c r o f f i c e r s p a s s t h r o u g l i a c a d e t s c h e m e a n d , n o m a t t e r w l i a t 
t h e i r o r i g i n , n i l d e c k a n d e n g i n e e r o f f i c e r s p a s s t h r o u g h a l o n g 
p e r j o d a s j u n i o r o f f i c e r s b e f o r e b e i n g p r o : n o t e d t o h e a d o f t h e i r 
r e s p e c t i v e d e p a r t m e n t s . C a t e r i n g O f f i c e r s , on t h e o t h e r h a n d , a r e 
p r o m o t e d d i r e c t l y f r o m r a t i n g s t a t u s t o o f f i c e r s t a t u s Q g h c a d _ o f 
Ll^i l i lEi^^i l i ~ t h e r e b e i n g o n l y o n e o f f i c e r i n t r i e s e v e n man c a t e r i n g 
d e p a r t i i i ' j n t i n c a r g o s h i p s . 
F r a n k ' s t a s k g r o u p , f o r c a t e r i n g p t i r n o s e s , c o n s i s t s o f t h e w h o l e 
g r o u p o f c a t e r i n g p e t t y o f f i c e r s a n d r a t i n g s b u t . i n a i l h i s c l e r i c a l 
a n d m e d i c a l d u t i e s , he i s a n i s o l a t e . H i s s e n t i e n t g r o u p d o e s n o t 
e x i s t a b o a r d tl^e s h i p - a s a c a t e r i n g m a n , l i i s g r o u p w o u l d be t h e 
r e s t o f t h e c a t e r i n g p e o p l e on b o a r d b u t , a s a n o f f i c e r w i t h i n a 
s y s t e m w h i c h f o r b i d s s o c i a l m i x i n g o f o f f i c e r s a n d r a t i n g s , h e i s 
e x p e c t e d t o j o i n t h e o f f i c e r g r o u p ; y e t n o o t h e r o f f i c e r s h a v e 
c a t e r i n g b a c k g r o u n ( i s o r i n t e r e s t s a n d s o , a g a i n , h e f i n d s h i m s e l f 
i s o l a t e d . 
H a v i n g r e a c h e d t h e t o p o f h i s s e a g o i n g c a r e e r , F r a n k i s n o t d i r e c t l y 
c o n c e r n e d w i t h t l i e p r o m o t i o n a l s y s t e m w i t h i n c a t e r i n g b u t w h a t d o c s 
b o t h e r h i m i s t l i e v e r y r a p i d p r o m o t i o n o p e n t o e n g i n e e r o f f i c e r s a n d , 
m o r e r e c e n t l y , to d e c k o f f i c e r s ; t h e y o u n g e n g i n e e r o r d e c k o f f i c e r 
c a n a d v a n c e m o r e r a p i d l y - a n d t o h i g h e r l e v e l s - t l u i n c a n t t i e b e s t 
o f c a t e r i n g o f f i c e r s , 
F r a n k s e e s Gem O i l a s a v e r y f r i e n d l y c o m p a n y b u t s o s t r o n g l y 
o r i e n t e d t o t h e m e c h a n i c s o f t r a n s p o r t i n g o i l by s e a t h a t c a t e r i n g 
a n d h u m a n n e e d s t a k e s e c o n d p l a c e . He d r a w s on p a s t e x p e r i e n c e s t o 
i i l . u s t r a t e h i s c o n t e n t i o n t h a t r e p a i r s a n d i m p r o v e m e n t s w i t i i . i n t h e 
s t i i p b o a r d c a t e r i n g a r e a a r c e x e c u t e d a f t e r e n g i n e e r i n g a n d n a v i g a t i o n a l 
w o r k h a s b e e n d o n e , a n d t h e n o n l y i f t i m e a n d f u n d s p e r m i t . 
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" V i i c a " I f the s k e t c i i e s have been a c c u r i i t e l y drawn, tlie r e a d e r 
s l i o u l d , hy now, have u r e l a t i v e l y e l c a r p i c t u r e of . t h i s s h i p . 
On Jiuiny ( J i m e n s i o n s - k e e p i n g to s c h e d u l e , niin imi:^ a t j.on of time 
i n p o r t , a v c i d a n c e of breakdowns, e t c - she i s one of t h e most 
e f f i c i e n t s h i p s i n tiie Gem f l e e t . On b o a r d we see a t i g h t l y - k n i t 
t r i a d of t l i e M a s t e r , c h i e f mate and c h i e f e n g i n e e r d e m o n s t r a t i n g 
v e r y h i g h l e v e l s o f i n d i v i d u a l and group p e r f o r m a n c e i n t i i c 
o p e r a t i o n of t h e s h i p . These t h r e e e n j o y a h i g h l e v e J o f j o b 
s a t i s f a c t i o n ; a s a group and a s i n d i v i d u a l s they a r e w e l l kno-^vn 
among the s l i o r e managers; they have b u i l t up a bacl-i-log of goodwj.ll 
\vhich w i l l s t a n d them i n good s t e a d s h o u l d sometlij.ng go wj-ong i n 
the f u t u r e . So f a r a s the Gem o p e r a t i o n a l managers a r e c o n c e r n e d , 
t h e s e t l i r e e Form an i d e a l team and t h e r e i s m u t u a l t r u s t and 
f i ' i e n d s h i p between t i i e s e t i i r c e and t h e i r i m mediate s u p e r i n t e n d e n t s 
a t h e a d - o f f i c e . ];u t i t i s t h e i r s u c c e s s and pi^oved c o m p e t e n c e wii i c t i 
h i g h l i g h t t!ie o r g a n i z a t i o n a l v.euknesses i n Gein T a n k e r s - t h e s e thrv'^e 
want more i n f o r m a t i o n on the c o m m e r c i a l s u c c e s s of t h e i r s h i n t h a n 
Gem i s p r e p a r e d to - or can - g i v e ; t h e y want more d i r e c t p a r t i c i -
p a t i o n i n the l o n g - t e r m p l a n n i n g and c o n t r o i of t i i e i r s h i p t h a n 
Gem p r a c t i c e s can a.llow e.g. on who i s and who i s riOt a p p o i n t e d 
to the s h i p r 
The r a t i n g s r e f e r to "Mica"' a s an " o f f i c e r s ' s h i p " by w h i c h t h e y mean 
t h a t the needs and s t a t e m e n t s of o f f i c e r s a r e a c c e p t e d befoj^e t i i o s e 
of the r a t i n g s i n any d i s p u t e ; b u t , w h i l e n o t u s i n g t l i e e x a c t p h r a s e , 
the j u n i o r o f f i c e r s see "Mica" a s u " S e n i o r O f f i c e r s * s h i p " . Those 
j u n i o r o r f i c e i ^ s who f e e l they have much to l e a r n from o b s e r v i n g 
e x t r e m e l y high, t e c h n i c a l competence welcome s e r v i c e a b o a r d "Niica-* 
but t h o s e who w i s i i to p a r t i c i p a t e i n p l a n n i n g and dec i.s ion-ina K i n g 
f i n d t h e t i g h t n e s s of the t r i a d h i g h l y r e p u g n a n t . 
Much i s to be l e a r n e d from a s t u d y of " M i c a " f o r ^ i f sojnc of t h e 
Norwegian r e s e a r c h e r s a r c c o i ^ r e c t we may f i n d , d u l l i n g t h e n e x t d e c a d e , 
t h a t most s h i p s w i l l be manned w i t h a s m a l l e l i t e g r o u p of p r o f e s s i o n a l 
o f f i c e r s s u p p o r t e d by aliout t wenty p e o p l e who spend no more t h a n 
18 to 2 4 ii-onths a t sea i n t h e i r wliole l i f e t i m c s c 
The study ol" " M ica" shows t h a t a s t r o n g , s e l f - c o n f i d e n t team of 
n o n - a u t h o r i t a r i a n s e n i o r s can s p l i t the work and l i f e a r e a s on board 
but tliey may t a k e so l a r g e a s l i c e of the ' j o b s a t i s f a c t i o n c a k e ' 
thiat l i t t l e sa t i s f a c: t i.on i s l e f t f o r t h e r e m a i n i n g p e o p l e on I j o a r d . 
An a u t h o r i t a r i a n p e r s o n a l i t y - pa r t i cvj l a r i y i n a man \sho h a s been 
deniotcd - may f i n d s e r v i c e on s u c l i a s l i i p high.J.y u n a t t r a c t i v e . 
I t was n o t i c e d j on "Mica", t h a t t i i e s e n i o r s were too busy o p e r a t i n g 
t h e s h i p e f f i c i e n t l y to b o t i i e r mucii a b o u t s t a t u s and u n i f o r m s . The 
aJ.most c o m p l e t e a b s e n c e of u n i f o r m s and i.ii 1 i ta r y - s ty l e t i t l e s i s i n 
iiaruiony w i t h s o c i a l t r e n d s a s h o r e but may be r e s e n t e d by an clior i ta r i a n 
o f f i c e r s and by s l i o r c p e r s o n n e l managers who^f^i.ace p e r s o n a l s m a r t i i e s s 
above o p e r a t i o n a l e f f i c i e n c y . 
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P e t e r K n i g h t , Mi] s t e r : Ageci oC+; i n u r r i e U v. i t h c l i j i a r o n ; 45 y e a r s ut 
sc;i , 21 of v.hich w i t h i n Gum O i l ; an i!vcr*age WiiPS s c o r e of 53 j a worm, 
T r i c n U l y per soi\.'; l i t y '.vho, above a l i e l s O j r e s p e c t s the d i g n i t y of 
miin; h i g i t i y t o l e r a n t of \vcuknc:3se3 i n o t ^ l c r s e x c e p t c h e a t i n g , 
P e t e r s e e s t h : i t t h e c o r n e r s t o n e of a u t h o r i t y i s j u s t i c e and t h a t o i l 
( J i s c i p l i n ; j r y a c t i o n s must tuke i n t o :iccount t h e d i g n i t y of the 
o f f e n d e r , wuote '* I don't b e i i e v e i n f i n i n g a man a d a y ' s pay; t h i n k 
of the e f f e c t on h i s d i g n i t y . You w o u l d n ' t g e t away v.ith i t a s h o r e 
so wiiy do i t a t s e a . iVhat 1 do i s ailo'.v a man to s J i p up once but 
i f he does i t a g a i n , 1 a s ] ; f o r h i s c a r d s ( i . e . a s k liim t o r e s i g n ) , 
liut we don't have much t r o u b l e ; we g e t a good crowd i n ti»ese s l i i p s -
t i i c y kno'.v they can g e t o f f whenever the y l i k e so we g e t t h e s t e a d y 
ones who malic up t h e i r minds to s t a y u n t i l Whit or u n t i l t h e summer 
so t h a t t l i e y c a n be home w i t h t h e i r k i d s " . 
While a c k n o w i e d g i n s t h e f r i e n d l y r e l a t i o n s h i p s which e x i s t between 
sea and s h o r e s t a f f w i t h i n Gem O i l , i t i s t h e v e r y h i g h v a l u e P e t e r 
p l a c e s on f a i r n e s s t i i a t c a u s e s him to be a n g e r e d by c e r t a i n s h i p - s h o r e 
c o n t r o l a c t i v i t i e s e.g. b e f o r e the r e s e a r c h e r j o i n e d , t h e s h i p had 
v i s i t e d a c e r t a i n p o r t a t w h i c h a s l i o r e t e r m i n a l o p e r a t o r had o m i t t e d 
to s h u t a p a r t i c u l a r V a l v e wlv.h t h e r e s u l t t h a t the s l i i p had been 
s p r a y e d w i t h t h i c k , b l a c k o i l some of w h i c h hud s p r e a d o n t o the 
w a t e r - t h i s , i n t u r n , r e s u l t e d i n Gem O i l b e i n g f i n e d f o r p o l l u t i n g 
t i i c h a r b o u r . P e t e r knew t h a t t h i s was n o t t h e s h i p ' s f a u l t hut 
d e c l a r e d to t h e r e s e a r c h e r " 1 bet the s i i i p w i l l be blamed". On 
r e t u r n i n g to t h i s pore w h i l e the r e s e a r c h e r was on h o a r d , P e t e r ' s 
f e a r s were coi^.firmed when he r e c e i v e d n o t i c e , from a Gem O i l o f f i c i a l . , 
t h a t the s h i p ^ s o f f i c e r s and n o t the t e r m i n a l o p e r a t o r s were h e l d to 
l>lai:ic f o r t l i e p o l l u t i o n and s u l ^ s c g u c n t d e l a y to tiie s h i p , I ' e t e r 
wondered j u s t wliom lie c o u l d t r u s t when t h e r e was so p a t e n t a 
m i s c a r r i a g e o f j u s t i c e , 
P e t e r c l e a r l y s e e s the company's r u l e s and r e g u l a t i o n s a s goodj 
sound g u i d e l i n e s w h i c h , i f f o l l o w e d , form a sound means of d e f e n c e 
s h o u l d an a c c i d e n t o c c u r , ile does n o t see t h e r u l e s a s l i m i t i n g h i s 
d i s c r e t i o n f o r he s e e s then a s t e c h n i c a l i n n a t u r e w l i i i e he p e r - c e i v e s 
h i s r e a l j o b a s g e t t i n g the b e s t o u t of p e o p l e ; he d o c s e x p e r i e n c e 
t e c h n i c a l c o n t r o l from the s h o r e a s b e i n g e x c e s s i v e f o r he i s 
b o t h e r e d by t h e e x p l o s i v e i n c r e a s e i n p a p e r - w o r k w i t h i n Gom O i l . 
The n o t i o n t l i a t paper-work w i t h i n Gom h a s "gone mad" i n r e c e n t y e a r s 
p e n e t r a t e s ; r i g h t through t h i s s h i p y e t no m e n t i o n was made of paper 
work w i t h i n " M i c a " . 
P e t e r r a r e l y u s e s the bar and r a r e l y j o i n s i n s o c i a l a c t i v i t i e s but 
a p p r o v e s of o t h e r s u s i n g the bar a s und when t h e y l i k e . At t h e same 
t i m e , he does n o t remain remote and g o d - l i k e - he i s s e e n by a i l on 
board as e a s i l y a p p r o a c h a b l e . i,'uote " I don't t a k e to t i i i s C l u ' i s t i a n 
name b u s i n e s s ; maybe 3'm too o l d f a s h i o n e d - but I ' v e a d a p t e d to 
change i n oth.cr ^vays", 
P e t e r ' s y e a r s of e x p e r i e n c e a s M a s t e r e n a b l e liim t o cope w i t h 
M a s t e r - A g e n t ar.d M a s t e r - P i l o t r o l e c o n f l i c t s w i t h no s i g n s of 
s t r e s s . He r e c o g n i s e s the p o t e n t i a l r o l e c o n f l i c t i n t l i e M a s t e r -
Management Committee s i t u a t i o n but c o p e s w i t h i t by t a k i n g f i n a l 
d e c i s i o n s a f t e r l i s t e n i n g to a i l e v e r y o n e h a s to s a y . 
So f a r a s h i s t a s k group i s c o n c e r n e d , P e t e r i s an i s o l a t e and moves 
from one t a s k group to a n o t h e r . I n d i f f i c u l t or c o n g e s t e d w a t e r s , he 
works c l o s e l y w i t h j a n d m o n i t o r s ^ the n a v i g a t i n g o f f i c e r s ; i i i p o r t lie 
works w i t h t h e c h i e f mate i n p l a n n i n g v a r i o u s s u p p l y a c t i v i t i e s ; and 
wiien o c c a s i o n a r i s e s , he works c l o s e l y w i t h the c a t e r i n g o r f i c e r . 
H i s s e n t i e n t group i s a dyad of h i m s e l f and the c h i e f mate but P e t e r 
e n s u r e s t h a t he does n o t g e t t i g l i t l y l o c k e d i n t o any p a r t i c u l a r group, 
P e t e r e n c o u r a g e s a l l members of t h e crew to p a r t i c i p a t e i n the t o t a l 
work o f t h e s h i p - j u n i o r or t ' i . c e r s a t t e n d t h e management comrnittee 
m e e t i n g s w i t h some beii\g g i v e n s p e c i a l r e s p o n s i b i l i t i e s f o r t h e 
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f o r t i i c o m i n g dry-doclc p e r i o d ; a b l e - s e a r n e n i i s s i . s t w i t h t i i e l o a d i j i g 
unci r i i s c h u r g c of cuv^o; the c i n g i n e e r ^ s c i s s i s t a n L s t a n d s w;itcl\ and 
wutch w i t l i the puinpm:in. 
P e t e r s e e s Gem O i l a s o f f e r i n g good w o r k i n g and l e a v e c o n d i t j o n s 
i n r e t u r n f o r l o y a l s e r v i c e and f o r acceptjn;-; t h e l o s s of s h o r e 
f r . i e n d s d u r i n g a L i f e t i m e a t s e a , lie f e e l s t h a t , d u r i n g h i s 45 
y e a r s a t s e a ^ he h a s seen and has a d a p t e d t o many c h a n g e s and now, 
n e a r i n t ^ tl~te end of h i s c a r e e r , he l o o k s forv.Mrd to a good p e n s i o n c 
i3r i a n Down i n , Ch i e f j.Ui t e : Aged 50 + ; m a r r i e d w i t h c h i l d r e n ; 16 y e a r s 
a t s e a , 'i 0 of w[iich i n Gem O i l ; an avei'age WiiPS s c o r e o f 51 ; a 
f r i e n d l y p e r s o n a l i t y but n o t s e a r c i i i n g f o r e s p e c i a l l y s t r o n g 
f r i e n d s h i p s w i t h any p a r t i c u l a r i n d i v i d u a l s , 
13rian f e e l s t l i a t Gem has more r u l e s tSian o t h e r c o m p a n i e s but t h a t 
c o n t r o l from t l i e s n o r e s t a f f i s n e i t l i e r more nor l e s s t h a n i n o t h e r 
c o m p a n i e s . However, i n common w i t h the other* o f f i c e r s i n t h i s s h i f ) , 
l i r i a n r e s e n t s the u n d e r l y i n g c o n t r o l b u i l t i n t o the Gem s y s t e m of 
r e c o r d s , documents and paper-work, lie e x p e r i e n c e s f r i e n d J y r e l a t i o n -
s h i p s w i t h h i s immediate s u p e r i n t e n d e n t s i n I'.ead o f f i c e but p e r c e i v e s 
t e i ^ m i n a l o p e r a t o r s o v e r d c m a n d i n g and a s p o t e n t i a l d a n g e r s to h i s 
s e c u r i t y . f a c t , i3r*ian seel:s s e c u r i t y above a l l e l s e and t h i s s e a r c l i 
I c a c i s to a d e g r e e of a n x i e t y w h i c h m a n i f e s t s i t s e l f i n h i s a l m o s t 
c o n t i n u a l p e r s o n a l s u p e r v i s i o n of a l l c a r g o a c t i v i t i e s , 
B r i a n docs not s e p a r a t e the shj.p.hoard wof'k and l i f e a r e a s ; he 
addr-esses - and r e f e r s to - j u n i o r o f f i c e r s by t l i e i r r a n k t i t l e s 
and not by t h e i r C h r i s t i a n or s u r n a m e s ; he r a r e l y ci^.ters t i i e bar 
and p r e f e r s to have two b e e r s i n t)ie p r i v a c y of h i s c a b i n b e f o r e 
t u r n i n g i n . 
B r i a n shows s i g n s of s t r e s s a r i s i n g from r o l e e o n i ^ l i c t - he w a n t s 
to g i v e s u b o r d i n a t e o f f i c e r s more freedom o f d i s c r e t i o n d u r i n g t h e i r 
c a r g o d u t i e s y e t n i s r i n x i o u s s e a r c h f o r j o b s e c u r i t y w i t h i n Gem O i l 
f o r c e s him to s t a y ;:w;ike , or out on d e c k , whenevei^ c a r g o i s b e i n g 
worked, ile a i s o s u f f e r s s t r e s s i n the t r i a n g u l a r r e l a t i o n s i i i p between 
h i r : i s e l f , tP.e h e a d - o f f i c e s t a f f , and t c r m i n a j o p e r a t o r s - on the one 
hand he needs to show head o f f i c e t h a t he i s e f f i c i e n t a t h i s j o b 
but on tl^.e o t l i c r hand he d i s l i l c e s coming under t l i e d i r e c t p r e s s u r e 
of a t e r m i n a l o p e r a t o r w a n t i n g to c o l l e c t t h e c a r g o documents w ! i i c h j 
when t r a n s m i t t e d t,o hea d-o f f i c e ^  wi 11 h e l p to c o n f i r m h i s j o b s e c u r i t y . 
B r i a n ' s t a s k group i s composed of the deck o f f i c e r s , t h e pumpman and 
w h i c h e v e r c a d e t s or r a t i n g s a r e a s s i s t i n g w i t i i c a r g o work. H i s 
s e n t i e n t group i s th.e dyad of h i m s e l f and P e t e r k n i g i i t , the M a s t e r , 
He s e e s the s i z e and f i n a n c i a l s t r e n g t h of Gem. a s o f f e r i n g tiim a v e r y 
h i g h degree of j o b s e c u r i t y i n r e t u r n f o r a s a t i s f a c t o r y l e v e l of 
s e r v i c e . He e x p e r i e n c e s h i s l o n g a b s e n c e s from w i f e and c h i l d r e n 
a s a li<rge payment on h i s |>art b u t , due to t h e l a c k of s u i t a b l e 
o p e n i n g s a s h o r e , he i s prepai-ed to go on making t h i s payment i n 
r e t u r n f o r good s t a n d a r d of l i v i n g f o r h i s f a m i l y . He has no 
v e r y s t r o n g d e s i r e f o r promotion to command and e n j o y s t h e v a r i e t y 
of Gem s h i p s w h i c h o f f e r h a r d work ( i n the p r o d u c t c a r r i e r s ) and 
time f o r r e l a x a t i o n i n the v e r y l a r g e c r u d e c a r r i e r s . ( T he Vl-CC's, 
i t s h o u l d be n o t e d , work c a r g o o n l y once i n 50 d a y s and i t i s d u r i n g 
c a r g o h a n d l i n g t h a t B r i a n e x p e r i e n c e s t h e g r e a t e s t s t r e s s ) . 
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John Osborne, 2ncl N-iite, Aged 24 + ; m a r r i e d ; 5 y c o r s ot s e a nil 
w j t l i x n Gem O i l ; ;^ n a v e r i i g e V.'rJPS s c o r e i\t oG. 
Above a J i e l s e , John i s s e a r c h i n g Tor n ch:21 i.eng.ing j o b . J t i s 
t h i s stroHt; d e s i r e l o r c h c i l J c n i ^ e iind t h e e x e r c i s e of d i s c r e t i o n a r y 
jud;;ement w h i c h ra.jkes John e x p e r i e n c e t h e c h i e f nu^te^s con£:tont 
S u p e r v i s i o n of c:?.rgo work us p a r t i c u l a r l y n e g a t i v e ; and i t i s t h j , 5 
same d e s i r e f o r c h . a i l e n g e w h i c h ciakes t l i e V.I-,C.C's par t i c v i l a r l y 
r e p u g n i i n t to John, ''.iuote 'MVhat f r i g h t e n s me a b o u t t h e VLCC*s i s 
h a v i n g to r e l y on the s o c i a l s i d e l o r g i v i n g any meaning to l i f e . 
T h e r e ' s n o t h i n g to do on the job» I f i t w a s n ' t f o r t h e b a r , p e o p l e 
would go mad on t h o s e s h i p s . S u r e , the o f f i c e make a b i g pl'iy about 
tl"ie i m p o r t a n c e of t h o s e s h j p s - but they a r e o n l y b u i l d i n g up a faJ.MC 
s t a t u s about tliem j u s t to g e t p e o p l e to j o i n . Take me - t l i e o f f i c e 
ptioned up w i i i l e I tva s on l e a v e and s a i d t h a t I had been s e 1 e c t e d 
f o r the - (one of Gem's VLCC'f;) but when I g o t t h e r e I found 
out t l i a t f i v e o t i i e r s e c o n d mates had r e f u s e d to j o i n h e r . Once c l e a r 
of U s h a n t , the j o b ' s so empty i t s not true'.' 
John has no p a r t i c u l a r l y s t r o n g d e s i r e to e s t a b l i s h s p e c i a l f r i e n d -
s h i p s on board and, t h u s , s e e s no need to t r y to s e p a r a t e ttie work 
from the l i f e a r e a s . A l t h o u g h a l l t l i e o f f i c e r s i n t h e b a r a t any one 
time c o n v e r s e f r e e l y and w i t h o u t r a n c o u r , t h e r e .is a v i s i b l e d i v i s i o n 
between the e n g i n e e r and j u n i o r deck o f f i c e r s ( t h e s e n i o r declc o l T i c c r s 
do not use the b a r ) and Joint o n l y e n t e r s t h e bar when t i i e t l i i r d ip.nte 
i s a b l e to j o i n him t h e r e . 
John shows s i g n s of r o l e c o n f l i c t i n h i s r e l a t i o n s h i p w i t h r a t i n g s 
and s i g n s of ar. author'! t a r i a n p e r s o n a l i t y emerge \'.he[» i t comes to 
r a . t i n g s benavi.rtg ;i s John t h i n ) : s r a t i n g s ouglit to b e h a v e , }n t h i s 
s h i p p r a c t i c e s had grown whereby r a t i n g s were a l J o w e d to smoke on 
the b r i d g e and mates c a l l e d t h e i r own l e l i e f s ( i . e , t h e mate on 
watch had to waken ttie n e x t o f f i c e r to t a k e the w a t c h - p r o v i d e d , 
of c o u r s e , i t was s a f e f o r the w a t c h k e e p e r to l e a v e t h e b i i d g e f o r 
a few moments). John f e l t t h a t both of t h e s e p r a c t i c e s were wrong 
and a s k e d the M a s t e r to o r d e r t h e y be s t o p p e d , P e t e r c o u l d see 
n o t h i n g wrong i n t h e s e p r a c t i c e s ant! r e f u s e d to a l t e r , theni w i t h the 
r e s u l t t h a t Joiin h a s v e r y n e g a t i v e f e e l i n g s e a c l i t i m e he hLas to 
c a l l h i s r e l i e f and e a c h time the r a t i n g s smoke on ttie b r i d g e . 
On the o t h e r liand, John b e l i e v e s t h a t t h e d e s i r e f o r a c h a l l e n g i n g 
j o b must be j u s t a s s t r o n g i n a r a t i n g a s i t i s i n iui o f f i c e r and 
he s t r o n g l y a p p r o v e s o f t h e r a t i n g s a s s i s t i n g w i t l i c a r g o - w o r k ; he 
w i s h e s t h e r e were f u r t h e r i n t e r e s t i n g j o b s w h i c h c o u l d be g i v e n to 
r a t i n g s . 
At s e a , J o h n ' s t a s k group i s composed of t h e r a t i n g s on watch and 
h i m s e l f , e x t e n d e d to i n c l u < l e the M a s t e r i n d a n g e r o u s w a t e r s ; i n p o r t 
he j o i n s tl-.e t a s k group of a l l deck o f f i c e r s , t h e pumpraan and t h e 
r a t i n g s and c a d e t s a s s i s t i n g w i t f i t h e c a r g o woil;. i l l s s e n t i c i i L group 
i s composed of the M a s t e r and deck o r i ' i c e r s . 
He d e s i r e s f a s t e r p r omotion o n l y so f a i ' a s i t l e a d s to a more 
c h a l l e n g i n g j o b where he can more f u l l y e x e r c i s e l i i s d i s c r e t i o n 
and j u d g e i i i e n t . 
John s e e s Gem a s a f a i r l y good company to work l o r ; he e n j o y s a l l 
j o b s w h i c h o i ' f e r some c h a l l e n g e . The most r e p u g n a n t a s p e c t of Gem 
i s t h a t t h e f l e e t c o n t a i n s some V L C C s to w h i c h lie may be a p p o i n t e d 
a t any t i m e - he f i n d s t h e s e l a r g e s h i p s so h i g h l y u n a t t r a c t i v e t h a t 
s u c c e s s i v e a p p o i n t m e n t s to s u c h s h i p s would c e r t a i n l y p e r s u a d e him 
to l e a v e Gem T a n k e r s i o r a company w i t h o u t VLCC's. 
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S t a n l e y F o r d , 2nd E n g i n e e r ; Aged 30+; m a r r i e d w i t h c h i l d r e n ; 
14 y e a r s a t s e a a J. 1 w i t h i n Gem O i l ; an a v e r a g e WliPS s c o r e of 31 ; 
shows some s i g n s of an a u t h o r i t a r i a n p e r s o n a l i t y . 
S t a n f e e l s t h a t Gem has more '^ules thari o t h e r c o m p a n i e s and e x p e c t s 
much s t r i c t e r o b e d i e n c e t o them. I n common w i t h o t h e r o f f i c e r s on 
t h i s s h i p , he f e e l s t h a t Gem paperwork i s e x c e s s i v e and t h a t t h e r e 
i s a b i t too much c o n t r o l from s h o r e s t a f f . A t the same t i m e , he 
s e e s h i s i mmediate s u p e r i n t e n d e n t s a s f r i e n d s . 
I t i s i n h i s v i e w s on r a t i n g s t h a t ^ t a n i s q u i t e u n l i k e t h e 
r e s t of t h e o f f i c e r s on t h i s s h i p ; i n g e n e r a l , he f i n d s t h e r a t i n g s 
w e l l below a v e r a g e and would l i k e to have some o f them d i s m i s s e d 
from t h e s h i p , lie has l o g g e d r a t i n g s in the p a s t and w i l l n o t 
h e s i t a t e to do so a g a i n i n the f u t u r e a l t h o u g h he would p r e f e r 
s i m p l y to s a c k a ( q u o t e ) " t r o u b l e m a k e r " . Whenever he h a a a d i s c i p l i n a r y 
problem he e x p e c t s the f u l l b a c k i n g of h i s s u p e r i o r s i . e . t h e c h i e f 
e n g i n e e r and M a s t e r , 
Stan does not s e p a r a t e t h e work and l i f e a r e a s . S h o u l d S t a n f e e l 
t h a t a w a t c h k e e p i n g e n g i n e e r i s s t a y i n g up too l a t e , he does not 
h e s i t a t e to o r d e r him to l e a v e the b a r and go t o bed. 
He s e e s h i s p r e s e n t s h i p a s t e c h n i c a l l y f r a g i l e , i n w h i c h 
p l a n n e d m a i n t e n a n c e iru i m p o s s i b l e (owing to t h e t r a d e ) and i n which 
r e p a i r s c r o p up a s a s e r i e s of m a j o r and minor c r i s e s . I n f a c t , t h e 
m a i n t e n a n c e s y s t e m i n t h i s s h i p c o u l d be d e s c r i b e d a s ' r e p a i r by 
c r i s i s ' . T h i s does not b o t h e r S t a n f o r ^ i n h i s e x p e r i e n c e , t h e 
h a r d e s t w o r k i n g s h i p s a r e t h e h a p p i e s t - and h i s i m p l i e d d e f i n i t i o n 
of h a r d woiMc i s ' r e p a i r by c r i s i o ' and n o t e q u a l l y h a r d work on a 
p l a n n e d and r e g u l a r b a s i s . 
S t a n ' s a u t h o r i t a r i a n p e r s o n a l i t y a l l o w s him to a v o i d a l l r o l e c o n f l i c t . 
He c l e a r l y s e e s h i s r o l e a s h a v i n g to c a r r y out the i n s t r u c t i o n s 
coming from head o f f i c e or from the c l i i e f e n g i n e e r ; and to so c a r r y 
out t h e s e i n s t r u c t i o n s he s e e s t h a t he h a s t h e a u t h o r i t y ( a n d b a c k i n g 
of s u p e r i o r s ) to p e r s u a d e or f o r c e h i s s u b o r d i n a t e s to c a r r y o u t 
h i s o r d e r s . 
S t a n ' s t a s k and s e n t i e n t g r o u p s o v e r l a p c o m p l e t e l y ; b o t h c o n s i s t of 
t!ie whole e n g i n e e r o f f i c e r g r o u p . 
Stan i s q u i t e s a t i s f i e d w i t h h i s r a t e of a d v a n c e m e n t i n Gem O i l and 
h a s no p r e s s i n g u r g e to r e a c h t h e c h i e f e n g i n e e r ' s p o s i t i o n e x c e p t 
so f a r a s i t w i l l o f f e r him a s l i g h t l y q u i e t e r l i f e . I f a n y t h i n g , he 
f i n d s a b i t too much c h a l l e n g e i n h i s p r e s e n t j o b . 
S t a n s e e s Gem T a n k e r s a s f i n a n c i a l l y v e r y s t r o n g and a s o f f e r i n g him 
t h e h i g h degree o f s e c u r i t y he n e e d s , s e e i n g t h a t he i s m a r r i e d w i t h 
c h i l d r e n . 
James M c r r i l , 4 t h E n g i n e e r : Aged 25+; u n m a r r i e d ; a t s e a f o r 3 y e a r s 
a l l w i t h i n Gem O i l ; a v e r y h i g h W1£PS s c o r e a t 4 3 ; v e r y h i g h 
a f f i i i a t i v e n e e d s c o n s t a n t l y s e e k i n g t h e company o f o t h e r s ; a h i g h 
d e g r e e of p r i d e i n h i s s k i l l a s an e n g i n e e r w i t h a c o n s t a n t d e s i r e 
to do Jobs p r o p e r l y . 
W h i l e James b e l i e v e s t h a t Gem h a s n e i t h e r more n o r l e s s r u l e s t h a n 
o t h e r s h i p p i n g c o m p a n i e s , he i s c o m p l e t e l y c o n f u s e d a b o u t t h e meaning 
of the r u l e s - h i s c o n f u s i o n b e i n g t h e c o n s e q u e n c e of h i s s e n i o r s 
p l a c i n g d i f f e r e n t i n t e r p r e t a t i o n s on t h e r u l e s . Q u ote" 1 g e t c o n f u s e d 
a b o u t t h e company's r u l e s when 1 change from s h i p t o s h i p . I n one 
s h i p t h e Second ( E n g i n e e r ) s a y s t h a t t h e company w a n t s s o m e t h i n g 
done i n a c e r t a i n way b u t i n t h e n e x t s h i p t h e S e c o n d s a y s t h e 
company w a n t s t h a t same t h i n g done a d i f f e r e n t way. So when I j o i n 
0 s h i p , I f i n d out what t h e S e n i o r s want - what way t h e y want t i l i n g s 
done - and t h i s i s what t h e company's r u l e s and r e g u l a t i o n s a r e t o me. 
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F o r example, on one s h i p I v/as on, the Second n e g l e c t e d t h e w a t e r -
t i g h t d o o r s ; a new Second j o i n e d and he went mad and made us s t o p 
what wc were d o i n g w h i l e we g r e a s e d t h e w a t e r t i g h t d o o r s and made 
them work"'. 
James c l e a r l y s e p a r a t e s the \>ock and J i f e a r e a s ; he s e e s h i s own 
c a b i n a s n o t h i n g more t h a n a p l a c e f o r s l e e p and w r i t i n g l e t r e r s ; 
n e a r l y e v e r y minute of h i s awake o f f - d u t y time i s s j ) e n t i n t h e b a r 
w i t h o t h e r s and, even though a s t r i c t t e e t o t a l e r , he r e a d i l y o f f e r s 
d r i n k s to o t h e r s . 
Job s a t i s f a c t i o n i s v e r y i m p o r t a n t to James and h i s c o n v e r s a t i o n 
c o n f i r m s the ^ r e p a i r by c r i s i s * methods i n t h i s s h i p . Quote '*The 
s p a r e s s y s t e m i s v e r y much r e l a t e d to j o b s a t i s f a c t i o n . T h i n g s 
a r e n ' t as t h e y s h o u l d be h e r e . I s t a r t so many j o b s v . a n t l n g to do 
them p r o p e r l y and then f i n d t h a t t h e y h a v e n ' t g o t a' s p a r e and I ' v e 
got to put the o l d p a r t s back - i t s e i t h e r t h a t o r t h e r e ' s no time 
to do t h e j o b p r o p e r l y . Take the o t h e r n i g h t - t h e b i l g e pump v;as 
p l a y i n g up so I opened i t up; t h e Second t o l d me t o . But b e f o r e X 
c o u l d do i t ( r e p a i r i t ? ) p r o p e r l y he s a i d ' j u s t box i t up, we h a v e n ' t 
the time to w a i t ' . But you j u s t w a i t , i t s g o i n g to b r e a k down a g a i n 
and I ' l l have to go and open i t up a l l o v e r a g a i n and do the j o b I 
s h o u l d have done l a s t n i g h t " . 
James shows v e r y c l e a r s i g n s of r o l e c o a f i i o t and s t r e s s . Whenever 
a new S e n i o r e n g i n e e r o f f i c e r j o i n s h i s p r e s e n t s h i p , o r when he i s 
t r a n s f e r r e d to a n o t h e r s h i p , he p a s s e s t h r o u g h a p e r i o d of t r y i n g 
to d e t e r m i n e j u s t what t h a t s e n i o r r e q u i r e s . Even wher. he h a s 
e s t a b l i s h e d what i s wanted he s t i l l e x p e r i e n c e s c o n f l i c t between 
doin g a j o b a s i n s t r u c t e d and d o i n g i t i n the way he t h i n k s i t 
s h o u l d be done. 
J:-iracg' t a s k group c o n s i s t s of a l l t h e e n g i n e e r o f f i c e r s e x c e p t t h e 
c h i e f e n g i n e e r but he t r i e s to expand h i s s e n t i e n t g r o u p to i n c l u d e 
a l l t h e Gem o f f i c e r s on t h e s l i i p * 
James s e e k s p r o m o t i o n f o r one r e a s o n o n l y emd t h a t i s t o have more 
p e r s o n a l c o n t r o l o v e r h i s work pace and i e v t i l ; Ue w a n t s to be i n a 
p o s i t i o n i n w h i c h he can do j o b s a s he t h i n k s t h e y s h o u l d be done. 
James s e e s Gem a s a v e r y f r i e n d l y company f u l l of good p e o p l e r e a d y 
t o o f f e r him t h e f r i c n d s l i i p he n e e d s . The o n l y t h i n g t h a t b o t h e r s him 
about Gem i s t h a t , i n h i s p e r c e p t i o n , t h e corapany v»*astcs money. Quote 
" I f t h i s i s t h e v;ay a l l o i l c o m p a n i e s r u n t h e i r s h i p S p I don't s e e 
how any t a n k e r can pay". 
Don G u t h r i e , C a t e r i n g Q f T i c e r . Aged 2G+: m a r r i e d ; a t s e a f o r \2 
y e a r s , 10 of which, i n Gem O i l ; an a v e r a g e MIZPS s c o r e of 26; v e r y 
c o n s c i o u s of t h e c o n t r i b u t i o n good c a t e r i n g can make to t h e e f f i c i e n c y 
and h a p p i n e s s of a s h i p . 
Don s e e s Gem a s a company w i t h many more r u l e s t h a n o t h e r c o m p a n i e s 
have but w i t ! i no g r e a t i n s i s t e n c e on s t r i c t o b e d i e n c e t o them* He 
s e e s t h e a u t h o r i t y s t r u c t u r e and company o r g a n i z a t i o n n s p e r f e c t l y 
r e a s o n a b l e . L i k e P e t e r K n i g h t , the M a s t e r , Ue s e e s t h e r a t i n g s a s 
a good group of men and he a d m i r e s the manner i n w h i c h F e t e r d e a l s 
w i t h crew m a t t e r s . 
Don does s e p a r a t e the v;ork and l i f e a r e a s a s much a s he can but he 
would l i k e to see even g r e a t e r s e p a r a t i o n . S h i p b o a r d r o u t i n e w h i c h 
f o r c e s e v e r y o n e to have t h e i r l a s t m eal of the day a s e a r l y a s 5.50}i>»m 
b o t h e r s Don. Quote "We s h o u l d do away w i t h t h e t r a d i t i o n a l e v e n i n g 
meal and r a t h e r run a l o n g the l i n e s o f a h o t e l r e s t a u r a n t where one 
can go f o r a meal when one i s h u n g ry and n o t when t h e b e l l r i n g s 
and e v e r y o n e t r o o p s down t o t h e s a l o o n l i k e s h e e p " . 
Don*a n u t i a f a c t i o n comes from d o i n g h i s j o b w e l l , knowing t h a t P e t e r 
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K n i g h t l o o k s upon t h e c h i e f mate and c a t e r i n g o f f i c e r a s h i s 
two key s u b o r d i n a t e s . I t i s b e c a u s e o f t h i s t h a t Don e x p e r i e n c e s 
r o l e c o n f l i c t between what he svould l i k e to do to i m p r o v e s h i p b o a r d 
c a t e r i n g and what he t h i n k s t r a d i t i o n and the company a l l o w him to dOo 
But he e x p e r i e n c e s g r e a t e r s t r e s s f rom t h e c o n f l i c t he p e r c e i v e s 
between h i s prime t a s k - good c a t e r i n g - and c u r r e n t c h a n g e s b e i n g 
made i n Gem under w h i c h more of t h e g e n e r a l c l e r i c a l and s h i p ' f i s t o r e s 
work i s b e i n g t r a n s f e r r e d from the c h i e f mate and c h i e f e n g i n e e r t u 
the c a t e r i n g o f f i c e r . 
A l t h o u g h on c e r t a i n t a s k s he workd c l o s e l y w i t h t h e M a s t e r , Don's 
t a s k group i s t h e wliole c a t e r i n g s t a f f . I n common w i t h c a t e r i n g -
o f f i c e r s i n a l l c a r g o ( a s opposed to p a s s e n g e r ) s h i p s , h i s p r o f e s s i o n a l 
s e n t i e n t group l i e s o u t s i d e t h e s h i p b u t , i n Don's c a s e , his age and 
p e r s o n a l i t y e n a b l e hira to be an a c c e p t e d member of t h e young o f f i c e r s ' 
s o c i a l group ( e n g i n e e r and r a d i o o f f i c e r s ) . 
i>on s e e s Gem a s a r e a s o n a b l y good e m p l o y e r ; h i s \ v i f e s a i l s w i t h him; 
he welcomes r e c e n t improvements made by Gem i n t h e t r a i n i n g of 
c a t e r i n g r a t i n g s * We does not l i k e t h e t r a d i t i o n a l c o n s t r a i n t s 
p l a c e d on the way he e x e c u t e s t h e c a t e r i n g f u n c t i o n and would move 
to another- company - or to s h o r e employment i f i t o f f e r e d him 
g r e a t e r d i s c r e t i o n a r y freedo»"« i n h i s Job, 
''ilHiill-t^"'^,y riow t h e r e a d e r s l i o u l d have a r e l a t i v e l y c l e a r p i c t u r e of 
t h i s s h i p ' s group of o f f i c e i ' s . D e f e c t s i n a number of i t e m s of e q u i p -
m.cnt p e r m i t h e r to be d e s c r i b e d a s ' t e c h n i c a l l y f r a g i l e ' v ^ i t h t h e 
e n g i n e e r o f f i c e r s w o r k i n g from one c r i s i s t o z\\c n e x t . A l l o w i n g f o r 
t h i s t e c h n i c a l f r a g i l i t y , the p e o p l e a b o a r d b e l i e v e t h e y a r e rnaii-.toinini^ 
a s a t i 3 f a c t o r y l e v e l of p e r f o r n i a n c e ^ 
P e t e r K n i g h t ' s p e r j - o n a i i t y p e r v a d e s r i g h t t h r o u g h t h e .ship. Kri 
p a r t i c u l a r , the r a t i n g s r e s p o n d v e r y warmly to h i s r e c o g n i t i o n . o f 
human d i g n i t y i n h i s f e l l o w niai\* Many members would d e s c r i b e O u a r t x 
as a happy s h i p . The M a s t e r , c h i e f mace and c a t e r i n g o f f i c e r a i l 
approve, of t h e r a t i n g s and have no w i s h to p u n i s i i or f i n e them. But 
tJie warm r e l a t i o n s h i p between t h e t o p o f f i c e r s and r a t i n g s r e s u l t s i n 
the j u n i o r o f f i c e r s f e e l i n g .somewhat s q u e e z e d o u t of t h i n g s , 
P e t e r t r i e s to i n v o l v e a s many o f f i c e r s a s p o s s i b l e i n tt^e r u n n i n g 
of the s h i p ona h o l d s f r e q u e n t management c o m m i t t e e m e e t i n g s t h e a jjns 
of w i i i c h a r e t o p l a n o p e r a t i o n a l and maintc^nance work. However, i n 
Q u a r t z the most s p e c i f i c of p l a n n i n g t e c h n i q u e s - p l a n n e d m a i n t e n a n c e -
i s not u s e d a t a l l . However much P e t e r t r i e s t o g i v e s a t i s f y i n g j o b s 
to a l l members, the a n x i e t y of t h e c h i e f mate ( r e s u l t i n g i n h i s 
c o n s t a n t s u p e r v i s i o n of c a r g o - w o r k ) r e d u c e s m a r k e d l y t h e e x e r c i s e of 
d i s c r e t i o n by the j u n i o r m a t e s; and ' r e p a i r by c r i s i s ' r e d u c e s j o b 
s a t i s f a c t i o n i n the j u n i o r e n g i n e e r s . 
I n Ouart:c t h e s e n i o r o f f i c e r s do n o t keep s e p a r a t e t h e s h i p b o a r d work 
and l i f e a r e a s w i t h the r e s u l t t h a t r a n k and d e p a r t m e n t a l d i v i s i o n s 
p e n e t r a t e i n t o s o c i a l a c t i v i t i e s . 
T h e r e i s much to i e a r n i n a s t u d y of Q u a r t z " . J u n i o r o f f i c e r s f e e l i n g 
t h a t they a r e 'being l e f t out o f t h i n g s ' h a s been n o t i c e d i n o t h e r 
s h i p s i n wl^Ach the M a s t e r and r a t i n g s e n j o y a warm r e l a t i o n s h i p -
t h i s i s a r e l a t i o n s h i p w h i c h a u t h o r i t a r i a n j u n i o r deck o f f i c e r s f i n d 
d i f f i c u l t t o a c c e p t . L a c k of p l a n n i n g i n t h e e n g i n e r o o m can r e s u l t 
i n d e c r e a s e d j o b s a t i s f a c t i o n among t h o s e e n g i n e e r s who want to do 
each j o b p r o p e r l y ; and f r i c t i o n betvicen t e r m i n a l o p e r a t o r s and s h i p s ' 
o f f i c e r s can r e s u l t i n u n n e c e s s a r y d e l a y s . Even though t e c h n i c a l 
f r a g i l i t y may be one of the r o o t c a u s e s of s u b - o p t i m a l p e r f o r m a i i c e 
of the s h i p , the e x c e e d i n g l y h i g h d i s l i k e o f paperwork found among 
a l l t h e o f f i c e r s i n Quart/.' may be a m a n i f e s t a t i o n of t h e i r unspoken 
acknowiedgen-ent t h a t p e r s o n a l p e r f o r m a n c e l e v e l s a r e below optimur.u 
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One c l e a r s e t of d i f f e r e n c e s between " M i c a " and " Q u a r t z " wa s i n t h e 
a t t i t u d e s w l i i c h i n d i v i d u a l s a p p e a r e d t o h o l d t o w a r d s o t h e r i n d i v i d u a l s 
and t o w a r d s o t h e r g r o u p s ; t h e s e a r c s u m m a r i s e d i n t h e t a b l e belov/„ 
I n o r d e r to s i m p l i f y the t a b l e , c e r t a i n p e o p l e have been compounded 
i n t o g r o u p s e.g. t e r m i n a l o p e r a t o r s , s u p e r i n t e n d e n t s , s e r v i c e 
managers, j u n i o r o f f i c e r s , and r a t i n g s . S e r v i c e Managers a r e t a k e n 
a s the s t a f f of s e r v i c i n g ( a s opposed t o o p e r a t i n g ) d e p a r t m e n t s i n 
head o f f i c e i . e . t e c h n i c a l , a c c o u n t s , p e r s o n n e l , e t c * O p e r a t i n g 
managers a r e t h o s e d i r e c t l y or i n d i r e c t l y c o n c e r n e d w i t h t h e d a y - t o -
day o p e r a t i o n s of the s h i p s . 
So t h a t e a s y c o m p a r i s o n may be made^ t h e a t t i t u d e s of t h e Mica and 
QuarLx p e o p l e a r e g i v e n one above t h e o t h e r - Mica b e i n g above and 
u n b r a c k e t e d ; Q u a r t z b e i n g below and c o n t a i n e d w i t h i n b r a c k e t s . 
O b v i o u s l y , the a t t i t u d e t o , s a y , a c h i e f mate h e l d by a c h i e f 
e n g i n e e r must r e f e r to two p e o p l e i n t h e same s h i p . 
The s ymbols u s e d a r e : P o s i t i v e 
N e g a t i v e 
N e u t r ii 1 O 
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W h i l e the i n d i v i d u a l s k e t c h e s and the l a s t t a b l e p o i n t t o w a r d s 
d i f f e r e n t f r i e n d s h i p and t r u s t p a t t e r n s i n " M i ca" and "Quar t/.'* 
a t t e n t i o n s h o u l d be drawn to ot!".er i m p o r t a n t d i f f e r e n c e s between 
the tv;o s h i p s and between d i f f e r e n t g r o u p s of o f f i c e r s , 
F r i e n d s h i p p a t t e r n s : I n " M i ca" we saw t h e c l o s e f r i e n d s h i p s e x i s t i n g 
between th e M a s t e r , C h i e f Mate and C h i e f E n g i n e e r ; t h e j u n i o r deck 
o f f i c e r s t e n d e d to be i s o l a t e s ; t h e j u n i o r e n g i n e e r ' o f f i c e r s were 
f r i e n d l y w i t h one a n o t h e r ; the c a t e r i n g o f f i c e r had n o t e s t a b l i s h e d 
s t r o n g f r i e n d s h i p s w i t h any s p e c i f i c i n d i v i d u a l s on b o a r d . The a t t i t u d e s 
h e l d by the s e n i o r o f f i c e r s to the r a t i n g s were g e n e r a l l y u e g a t i v e . 
I n "Quart/,", the o n l y d i s c c r r . a b l e f r i e n d s h i p p a t t e r n • among t h e 
s e n i o r s e x i s t e d between the M a s t e r and C h i e f Mate; th e j u n i o r deck 
o f f i c e r s were f r i e n d l y w i t h each o t h e r but n o t w i t h o t h e r g r o u p s on 
board; some i s o l a t e s e x i s t e d among th e j u n i o r e n g i n e e r o f f i c e r s ; t h e 
c a t e r i n g o f f i c e r had e s t a b l i s h e d f r i e n d l y r e l a t i o n s h i p s w i t h t h e 
younger o f f i c e r s on b o a r d and, to a d e g r e e ^ w i t h the M a s t e r * With t h e 
e x c e p t i o n of the s e c o n d e n g i n e e r , the a t t i t u d e s h e l d by the s e n i o r 
o f f i c e r s to t h e r a t i n g s were g e n e r a l l y p o s i t i v e . 
P r o f e s s i ona 1 r e s p e c t : A l t h o u g h some of t h e j u n i o r s f e l t t h e y were 
e x c l u d e d from p l a n n i n g a c t i v i t i e s , t h e r e was m u t u a l r e s p e c t f o r 
p r o f e s s i o n a l competence between s e n i o r s and j u n i o r s i n " M i c a " " i . e . 
the s e n i o r s r e s p e c t e d t h o s e among the j u n i o r s whom t h e y r a t e d a s 
competent and a l l the j u n i o r s r e s p e c t e d t h e t r i a d o f s e n i o r s f o r 
a c h i e v i n g such h i g h l e v e l s of p e r f o r m a n c e . 
in'"Quar t/." p a l m o s t e v e r y o n e on b o a r d r e s p e c t e d ' t h e Ma s t e r f o r 
h i s p r o f e s s i o n a l competence and f o r the way he o r g a n i s e d ti\e s h i p 
but the h i g h l e v e l of a n x i e t y i n t h e c h i e f mate and t h e ' r e p a i r by - -
c r i s i s * s t y l e of the s e c o n d e n g i n e e r r e s u l t e d i n a c o m p l e t e a b s e n c e 
of mutual - or even one-way - r e s p e c t between the s e n i o r and. j u n i o r -
o f f i c e r s ( e x c l u d i n g t h e M a s t e r ) . 
V'^^ ,.24-hour community; I n "Mica" thfere w a s c o m p l e t e s e p a r a t i o n between 
the work and l i f e a r e a s . A l l o f f i c e r s - s e n i o r and j u n i o r - met 
t o g e t h e r i n the bar when o f f - d u t y ^ I n t h e b a r , a l l ( i n c l u d i n g the 
M a s t e r ) were on a f i r s t - n a m e b a s i s and t h i s , t o g e t h e r w i t h t h e m u t u a l 
p r - o f e s s i o n a l r e s p e c t m e n t i o n e d above, a l l o w e d i n d i v i d u a l s to p a r t i c i -
p a t e i n s o c i a l a c t i v i t i e s and d i s c u s s i o n s f r e e of r a n k and departmei^.ta 1 
c o n s t r a i n t s - t h e y a c t e d and behaved i n p r e c i s e l y t h e same manner a s 
do s h o r e w o r k e r s w h i l e i n t h e i r l o c a l pubs or c l u b s . I n t u r n , t h i s 
freedom to s w i t c h from b e i n g a rank on d u t y to b e i n g a w h o l e , c o m p l e t e 
i n d i v i d u a l o f f duty meant t h a t the s h i p b o a r d a t m o s p h e r e was f r e e of 
the t e n s i o n s n o r m a l l y e n o u n t c r e d i n s h i p s , 
I n " O u a r t / . , t h e r e was no s e p a r a t i o n between the work and l i f e 
a r e a s . The s e n i o r s r a r e l y u s e d the b a r ; n e i t h e r , f o r t h a t m a t t e r , d i d 
the j u n i o r deck o f f i c e r s . The bar was t h e p u b l i c room i n w h i c h the 
c a t e r i n g , r a d i o and e n g i n e e r o f f i c e r s met. When s e n i o r s d i d e n t e r t h e 
b a r , the forms of a d d r e s s were f i r s t names downwards and r a n k s or 
' S i r ' upwards. I n t h i s s h i p , t e n s i o n s w h i c h a r o s e a t t h e work p l a c e 
were c a r r i e d t h r o u g h i n t o the bar and v i c e - v e r s a . As h a s a l r e a d y been 
m e n t i o n e d , even v/hen o f f - d u t y the s e n i o r s f e l t i t was s t i l l t h e i r 
duty to g u i d e the d r i n k i n g and s l e e p i n g a c t i v i t i e s of t h e i r s u b o r d i n -
a t e s . 
Committment and s a t i s f a c t i o n : I n " M i c a " , t h e s e n i o r s were f a r more 
commlted to tl\e s h i p t h a n to t h e company - to them, " M i c a " was t h e 
b e s t and most e f f i c i e n t s h i p i n t h e f l e e t ; m a i n t a i n i n g " M i c a ' s " v e r y 
h i g h l e v e l of p e r f o r m a n c e was a r e a l g o a l f o r the s e n i o r t r i a d a s a 
group and a s i n d i v i d u a l s . T h i s p r i d e i n " M i c a ' s " p e r f o r m a n c e had 
been a b s o r b e d by the j u n i o r s and was m a n i f e s t e d i n a c o m p l e t e a b s e n c e 
of r e f e r e n c e to o t h e r or p r e v i o u s s h i p s . ( T h e s i g n i f i c a n c e of t h i s 
l a s t s t a t e m e n t may be l o s t on the l a y r e a d e r : To most seamen, t h e i r 
" l a s t s h i p s " a r e the p a r a g o n s of a l l v i r t u e s and c o n v e r s a t i o n s between 
- 2^i5 -
seamen a r c l i t t e r e d w i t h s t a t e m e n t s commencing "On my l a s t s h i p . , 
or "On (name of l a s t s h i p ) we d i d t h i s o r t h a t . . . " ) . D u r i n g h i s 
s t a y on " M i c a " , t h e r e s e a r c h e r n e v e r once h e a r d m e n t i o n o f t h e names 
of p r e v i o u s s h i p s - had he been unaware of t h e s t r u c t u r e of Gem, he 
c o u l d have e a s i l y b e l i e v e d the.". Gem T a n k e r s p o s s e s s e d o n l y one s h i p -
the "Mica". The o n l y e x c e p t i o n to t h i s was Mark G r a y , t h e s e c o n d mate, 
who f r e q u e n t l y r e f e r r e d back t o h i s l a s t s h i p when d i s c u s s i n g l e v e l s 
of job s a t i s f a c t i o n or how s h i p m a s t e r s o u g h t to behave. 
I t v/as a l s o o b s e r v e d , among the o f f i c e r s i n " M i c a " , t h a t d e l a y s 
c a u s e d by t e r m i n a l problems were e x p e r i e n c e d i n a most n e g a t i v e raanner 
i . e . t h e y e x p r e s s e d no s a t i s f a c t i o n w h a t s o e v e r a t b e i n g d e l a y e d i n 
p o r t . 
I n " O u a r t z " j both s e n i o r s and j u n i o r s w e r e f a r more c o i o m i t t e d to 
Gem T a n k e r s a s a whole than t o t h i s p a r t i c u l a r ship*; t h e y l i k e d the 
t r a d e but would have p r e f e r r e d to have been on a b e t t e r s h i p . W i t h i n 
20 m i n u t e s of j o i n i n g t h e s h i p , t h e r e s e a r c h e r v/as r e f e r r e d b a c k to . 
the s p e a k e r ' s . l a s t s h i p and f r e q u e n t r e f e r e n c e s to p r e v i o u s o r o t h e r 
s h i p s ;;as a common p a t t e r n of c o n v e r s a t i o n a b o a r d " Qua r t z " . 
Whenever, throufsth t e c h n i c a l profclemG a s h o r e o r t h r o u g h t e r m i n a l 
i n e f f i c i e n c i e s , " Q u a r t z " was d e l a y e d i n p o r t ^ s t i c h d e a l y s w e r e 
e x p e r i e r . c e d by most o f f i c e r s i n a p o s i t i v e manner i . e . t h e y e x p r e s s e d 
p l e a s u r e a t b e i n g g i v e n an u n e x p e c t e d b r e a k i n p o r t * 
Re l a t i b n s h i p s : w i t h h e a d - o f f i c e per s o n n e l : I n t h i s r e s p e c t ^ s i m i l a r i t i e s 
r a t h e r than d i f f e r e n c e s were found between t h e two s h i p s . 
W i t h i n t h e h e a d - o f f i c e of Gem T a n k e r s , t h e f o r m a l o r g a n i z a t i o n 
c o n s i s t s of f o u r g r o u p s of o p e r a t i o n a l m a n a g e r s and s u p e r i n t e n d e n t s 
and a number o f g e n e r a l or s e r v i c e d e p a r t m e n t s . The t a n k e r f l e e t h a s 
been d i v i d e d i n t o f o u r s u b - f l e e t s w i t h e a c h o f t h e s u b - f l e e t s b e i n g 
o p e r a t e d i n a d a y " to-da , t e c h n i c a l s e n s e by one of the teams o f 
managers and s u p e r i n t e n d e n t s . The s e r v i c e d e p a r t m e n t s i n c l u d e 
p e r s o n n e l , t e c h n i c a l , s t o r e s , m a r i n e , a c c o u n t s e t c w i t h t h e most 
I m p o r t a n t d e p a r t m e n t - s o f a r a s t h i s s t u d y i s c o n c e r n e d - b e i n g the 
p e r s o n n e l d e p a r t m e n t . W i t h i n t h e p e r s o n n e l d e p a r t m e n t a r e p e o p l e 
whose duty i t i s t o a p p o i n t o f f i c e r s and r a t i n g s to s l i i p s . 
The most common p a t t e r n of a p p o i n t m e n t s w i t h i n s h i p p i n g c o m p a n i e s -
and w i t h i n Gem - i s to r o t a t e s e a s t a f f between s h i p s i . e . a man 
s e r v e s a b o a r d one s h i p f o r 5 months, g o e s on home l e a v e , and i s t h e n 
a p p o i n t e d to anothc^r s h i p . W i t h i n Gem, an a t t e m p t had been made to 
s t a b i l i s e s e n i o r o f f i c e r s by a p p o i n t i n g a p e r m a n e n t team of f o u r t o 
one s h i p on a s e l f - r e l i e v i n g b a s i s . The j u n i o r o f f i c e r s a r e r o t a t e d 
between s h i p s on the grounds t h a t t h e y n e e d v a r i o u s e x p e r i e n c e s f o r 
t r a i n i n g p u r p o s e s . I n " r ^ i i c a " , the s e n i o r o f f i c e r s were on a s e l f -
r e l i e v i n g b a s i s w h i l e i n " Q u a r t z " t h e s e n i o r o f f i c e r s knew t h e y would 
be a p p o i n t e d t o a n o t h e r s h i p a f t e r t h e i r home l e a v e s . I n both s h i p s , 
the j u n i o r o f f i c e r s were a p p o i n t e d on t h e c o n v e n t i o n a l ^ moving b a s i s . 
Owing to t h e n a t u r e of s h i p p i n g o p e r a t i o n s , t h e s e n i o r o f f i c e r s 
( M a s t e r , c h i e f mate, c h i e f e n g i n e e r and c a t e r i n g o f f i c e r ) a r e 
f r e q u e n t l y i n t o u c h w i t h t h e i r i m m e d i a t e o p e r a t i o n a l managers and 
s u p e r i n t e n d e n t s - by l e t t e r , t e l e p h o n e o r by p e r s o n a l v i s i t s . The 
j u n i o r o f f i c e r s have few i f any c o n t a c t s w i t h t h e s e o p e r a t i o n a l 
managers. 
I t s h o u l d a l s o be m e n t i o n e d t h a t , w i t h i n Gem T a n k e r s , a l l t h e 
o p e r a t i o n a l managers and s u p e r i n t e n d e n t s had s e r v e d a t s e a w i t h i n 
t h e Gem f l e e t ; e x - s e a s t a f f were a l s o to be found w i t h i n some of 
the s e r v i c e d e p a r t m e n t s . But, w i t h i n t h e s e s e r v i c e d e p a r t m e n t s a t 
a l l l e v e l s , a r e many p e o p l e who have n e v e r been t o s e a and who a r e 
p e r c e i v e d , by s e a f a r e r s , a s " n o t b e i n g a b l e to u n d e r s t a n d s e a g o i n g 
problems", 
Thus t h e p a t t e r n of i n t e r a c t i o n s and methods of a p p o i n t m e n t s 
e x p l a i n the a t t i t u d e s h e l d by t h e v a r i o u s g r o u p s of o f f i c e r s tov.'ards 
t h e s t a f f i n h e a d - o f f i c e . 
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I n both s h i p s , t h e s e n i o r o f f i c e r s i d e n t i f i e d t h e m s e l v e s c l o s e l y 
w i t h t h e i r i m mediate o p e r a t i o n a l managers and s u p e r i n t e n d e n t s - i n 
a number o f i n s t a n c e s , members of t h e two g r o u p s had s a i l e d t o g e t h e r 
i n p r e v i o u s s h i p s . The r e l a t i o n s h i p s between t h e s e g r o u p s were 
p o s i t i v e and f r i e n d l y ; i n d i v i d u a l s f e l t t h e y knew e a c h o t h e r a n d , 
d u r i n g the r e s e a r c h i n t e r v i e w s a s h o r e and a b o a r d s h i p , f r e q u e n t 
r e f e r e n c e was made to i n d i v i d u a l s i n the o t h e r g r o u p on a f i r s t 
name b a s i s i . e . the s u p e r i n t e n d e n t s m e n t i o n e d Tom ( H i t c h i n s ) , 
A\rthur ( L e w i s ) , B r i a n ( D o w n i n g ) , E r i c ( P a l m e r ) and P e t e r ( K n i g h t ) , 
I n t h e c a s e of "Mica" the i d e n t i f i c a t i o n was e v e n s t r o r s g e r t h a n 
i n "Quart/." f o r the "Mica" s e n i o r s knew t h a t t h e y w o u l d be w i t h t h e i r 
p a r t i c u l a r o p e r a t i o n a l managers f o r many y e a r s to come and v i c e - v e r s a -
the o p e r a t i o n a l managers knew t h e y would be' d e a l i n g w i t h Tom, A r t h u r 
and E r i c over* the n e x t few y e a r s . 
But the p o s i t i o n o f the J u n i o r o f f i c e r s v ^ s q u i t e d i f f e r e n t : They 
had no d i r e c t d e a l i n g s w i t h t h e s e o p e r a t i o n a l m anagers a n d , i n 
a d d i t i o n , they knew t h a t w i t h i n a few months they would p r o b a b l y be 
s e r v i n g i n a d i f f e r e n t s u b - f l e e t u n d e r a d i f f e r e n t s e t o f o p e r a t i o n a l 
managers. The o n l y permanent r e l a t i o n s h i p s t h e s e j u n i o r s have a r e 
witl» p e o p l e i n the p e r s o n i i e l ( s e r v i c e ) d e p a r t m e n t . 
S t i l l a n o t h e r f a c t o r which n e e d s to be t a k e n i n t o a c c o u n t was found 
i n "Mica", T h e i r permanent a p p o i n t m e n t to t h e s h i p p l u s t h e i r p r o v e d 
competence has c r e a t e d w i t h i n the " M i c a " s e n i o r s a s t r o n g d e s i r e t o 
have g r e a t e r p e r s o n a l c o n t r o l o v e r " t h e i r " s h i p i,e„ so f a r a s s t o r e s ^ 
p e r s o n n e l , r e p a i r s and c e r t a i n p a r t s of e x p e n d i t u r e a r e c o n c e r n e d . 
They a l s o have a s t r o n g d e s i r e f o r more i n f o r m a t i o n on the cominerci.al 
s u c c e s s of "Mica", They p e r c e i v e t h e w i t h o l d i n g of c o m m e r c i a l i n f o r -
m a t i o n and t h e i r i n a b i l i t y to have g r e a t e r c o n t r o l o v e r t h e i r s h i p 
a s b e i n g th^; r e s u l t s of i n a p p r o p r i a t e o r g a n i z a t i o n a l d e s i g n and 
' e m p i r e - b u i l d i n g ' w i t h i n the s e r v i c e d e p a r t m e n t s i n h e a d - o f f i c e . The 
n e g a t i v e a t t i t u d e s t h e y h o l d t o w a r d s t h e s e depurtment.s a r e t h e r e s u l t 
of t h e i r own d e s i r e f o r g r e a t e r p a r t i c i p a t i o n and c o n t r i b u t i o n r a t h e r 
than from any f e a r of Job i n s e c u r i t y . 
In "Quar t/."> t h e n e g a t i v e a t t i t u d e s h e l d by t h e s e n i o r s t o w a r d s t h e 
s e r v i c e d e p a r t m e n t s had a d i f f e r e n t c a u s e . Owing t o t h e t r a n s i e n t 
n a t u r e of t h e i r a p p o i n t m e n t s to " Q u a r t z " t h e y knew they c o u l d n o t 
d e v e l o p permanent r e l a t i o n s h i p s w i t h t h e i r s u b - f l e e t managers - t h e 
o n l y permanent r e l a t i o n s h i p s t h e y c o u l d have were v/itti p e o p l e i n t h e 
p e r s o n n e l d e p a r t m e n t (who a p p o i n t e d them t o s h i p s ) and i n t h e 
t e c h n i c a l d e p a r t m e n t r e s p o n s i b l e f o r o v e r s e e i n g t e c h n i c a l s t a n d a r d s 
i n a l l s h i p s of t h e Gem f l e e t . As a l r e a d y m e n t i o n e d , t h e s e s e n i o r t : 
were s e a r c h i n g f o r j o b s e c u r i t y w i t h a good p e n s i o n a t t h e end o f 
t h e i r s e a g o i n g c a r e e r s . T h e i r a t t i t u d e s t o w a r d s t h e s e r v i c e d e p a r t m e n t s 
were n e g a t i v e f o r .two r e a s o n s ( i ) t h e y had a l r e a d y i n v e s t e d many y e a r s ' 
s e r v i c e i n the company; and ( i i ) t h e y f e l t t h a t t h e i r : ^ e c u r i t y and 
p e n s i o n s e o u l d be enda n g e r e d by f a i l i n g t o p l e a s e t h e h e a d s o f t h e s e 
s e r v i c e dep.artmcnts. 
I t i s w e l l known t h a t t h e o r g a n i z a t i o n a s s e e n by i t s members o f t e n 
d i f f e r s from t h a t shown on t h e f o r m a l o r g a n i z a t i o n a l c h a r t . As both 
"Mica" and " Q u a r t z " were i n the sam.e s u b - f l e e t , t h e f o r m a l Gem 
o r g a n i z a t i o n was p r e c i s e l y the same f o r e a c h . Y e t t h e s e n i o r o f f i c e r s 
of t h o s e s h i p s saw i t d i f f e r e n t l y . The MICA s e n i o r s d i d n o t d i f f e r e n -
t i a t e betv/een one s e r v i c e d e p a r t m e n t and a n o t h e r - t h e s t a f f o f a l l 
s e r v i c e d e p a r t m e n t s were seen a s a g r o u p r e s p o n s i b l e f o r w i t h - h o l d i n g 
d i r e c t onboard c o n t r o l from the s h i p s ' o f f i c e r s . MICA s e n i o r s a l s o 
saw t h e m s e l v e s a s members o f S u b - f l e e t I V ' 3 team o f managers* 
QUARTZ s e n i o r s d i d d i f f e r e n t i a t e between one s e r v i c e d e p a r t m e n t and 
a n o t h e r and p a i d g r e a t a t t e n t i o n t o t h o s e d e p a r t m e n t s who, i n t h e i r 
v i e w , c o u l d most a f f e c t t h e i r Job s e c u r i t y * QUARTZ s e n i o r s d i d n o t 
see t h e m s e l v e s a s permanent members of t h e team o f S u b - f l e e t I V 
managers. 
I n both s h i p s , the j u n i o r o f f i c e r s saw t h e m s e l v e s a s permanent 
members of the p e r s o n n e l d e p a r t m e n t . 
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The f o r m a l s t r u c t u r e s of Gem O i l and Gem T a n k e r s a r e a s f o l l o w s 
( r ~ ~ 
E x p l o r a t i o n P r o d u c t i o n 
( c r u d e o i l ) 
GEM O I L I 
( B o a r d o f D i r e c t o r s ) 
) , i i i 
T r a n s p o r t R e f i n i n g Marke t i n g F i n a n c e 
Land 
I OPERATIONAL DEPARTMENTS 
1 A s s i s t a n t G e n e r a l Manager 1_ 
GEM TANKERS 
1 
( B o a r d of D i r e c t o r s ) 
G e n e r a l Manager 
1 
I 1 1 T "1 
S u b - f l e e t s I I , I I I , I V 
[0wjj^ed^^ajtd " c b a r t e r e d s h j j ) 5 _ 
W i t h i n t h e h e a d - o f f i c e 
Gach s u b - f l a e t c o n t a i n s 
The s u b - f i e e t manager 
A c h a r t e r i n g manager 
Deck, e n g i n e and c a t e r i n g 
s u p e r i n t e n d e n t s . 
J u n i o r p e r s o n n e l manager. 
At s e a : 
Up to 50 s n i p s f o l l o w i n g 
the same t r a d i n g p a t t e r n s . 
Up to 500 Gem o f f i c e r s and 
Gem c o n t r a c t r a t i n g s who 
man t h e Gem owned s h i p s . 
A l l y e x c e p t some s e n i o r 
o f f i c e r s , a r e moved from 
s h i p t o s h i p a c r o s s t h e 
sub'^-fleet b o u n d a r i e s . 
\ 
GENERAL S E R V I C E DEPARTMENTS \ 
! \ 
A s s i s t a n t G e n e r a l Managers 
P e r s o n n e l T e c h n i c a l C h a r t e r i n g F i n a n c e 
The I d e n t i f i a b l e m a n a g e r i a l l e v e l s w i t h i n Gem T a n k e r s a r e s -
G e n e r a l Manager of Gem T a n k e r s 
A s s i s t a n t G e n e r a l Managers 
S u b - f l e e t O p e r a t i o n a l Managers 
S u b - f l e e t S u p e r i n t e n d e n t s 
S h i p s ' O f f i c e r s 
S e r v i c e d e p a r t m e n t a l m a n a g e r s 
S u p p o r t i n g s t a f f w i t h i n t h e 
o p e r a t i o n a l and s e r v i c e 
d e p a r t m e n t s . 
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I t may be a p p r o p r i a t e to draw v e r y b r i e f s k e t c t i e s o f some o f t h e 
peop l e w i t h i n the h e a d - o f f i c e s t a f f . A g a i n , pseudonyms w i l l be used^ 
C h a r l c g B a r n e t t ; a s e n i o r o p e r a t i o n s manager. Aged a b o u t 5 0 ; SO y e a r s 
i n s i i i p p i n g of wh i c h 26 y e a r s w i t h i n Gem; command e x p e r i e n c e a t s e a 
i n Gem s h i p s . 
Having h i m s e l f e x p e r i e n c e d p romotion t o a v e r y h i g h l e v e l a s a 
rewa r d f o r l o y a l s e r v i c e and h i g h p e r f o r m a n c e , C h a r l e s p r e f e r s the 
" c a r r o t " t o t h e " s t i c k ' * methods of g e t t i n g t h e b e s t o u t of p e o p l e . 
C h a r l e s s e e s a c o m p l e t e i n t e r - r e l a t i o n s h i p between t h e a u t h o r i t y 
and p r o m o t i o n a l s y s t e m s . 
C h a r l e s h o l d s c u r r e n t o f f i c e r s i n v e r y h i g h p r o f e s s i o n a l e s t e e m ; 
he r e s p e c t s the way i n w h i c h th e y have a d a p t e d t o l a r g e t e c h n i c a l 
c h a n g e s a t s e a c a u s e d by t h e I n t r o d u c t i o n o f V.L.C.C.'s and 
s o p h i s t i c a t e d p r o d u c t s c a r r i e r s . Such s h i p s had n o t been d e v e l o p e d 
d u r i n g h i s ti m e a t sea and he r e s p e c t s t h e men who man themo 
As a member of the Gem T a n k e r s ' Board of Directors» C h a r l e s i s v e r y 
aware of t h e changed p o s i t i o n of o i l m a j o r s w i t h i n t h e g l o b a l o i l 
i n d u s t r y ; he e x p e r i e n c e s t h i s a s a *wind of econo m i c c h a n g e ' and 
s e e s g r e a t n e e d t o move t h e s t a f f o f Gem T a n k e r s away f r o m any 
n o t i o n s of b e i n g i n a "comfy c l u b " and t o w a r d s r u n n i n g t h e i r s h i p s 
a t maximum e f f i c i e n c y . 
He s e e s , t o o , a change w i t h i n t h e s o c i a l s y s t e m a s h o r e and a t sea 
andJ w h i l e a c k n o w l e d g i n g t h e need among a l l l e v e l s of s e a s t a f f f o r 
g r e a t e r p a r t i c i p a t i o n and r e s p o n s i b i l i t y , he d o s s n o t s e e t h a t 
t o t a l c a r e of sea s t a f f by t h e company l e a d s to t h e s e s e a f a r e r s 
becojning i r r e s p o n c i b i e . He a c k n o w l e d g e s t h a t c u r r e n t s e a s t a f f a r e 
under g r e a t p r e s s u r e t o a c i i i e v e e f f i c i e n t p e r f o r m a n c e w h i l e a b o a r d 
s h i p b u t f e e l s t h a t a d e q u a t e c o m p e n s a t i o n i s made i n t h e l o n g e r and 
more f r e q u e n t l e a v e s . 
One of C h a r l e s ' dorainant t r a i t s i s h i s a w a r e n e s s o f the. e x t e n t t o 
which s e a s t a f f r e l y upon and t r u s t s e n i o r s h o r e s t a f f w h i c h l o a d s 
hira to n e v e r making any c h a n g e s u n l e s s he i s s u r e t h a t he c a n keep 
any p r o m i s e s made t o s e a s t a f f . 
John L i n t o n ; an o p e r a t i o n s manager. Aged 50+; 36 y e a r s i n s h i p p i n g 
a l i of w h i c h w i t h i n Gem; command e x p e r i e n c e a t s e a i n Gem s h i p s . 
Having f i r s t gone to s e a d u r i n g a time of h i g h unemployment a s h o r e 
and h a v i n g e x p e r i e n c e d a h i g h l e v e l of a u t o c r a c y and a u t h o r i t a r i a n 
c o n t r o l o v e r many y e a r s a t s e a , John u n d e r s t a n d s b u t c a n n o t f u l l y 
a c c e p t the p r e s e n t r e l a x a t i o n of c o n t r o l w i t h i n s o c i e t y a t l a r g e 
and w i t h i n Gem T a n k e r s . He s t r o n g l y b e l i e v e s t h a t . t r a d i t i o n a l methods 
aboard s h i p and a s h o r e had - and s t i l l h a v e - many a d v a n t a g e s . 
L i k e C h a r l e s B a r n e t t p J o h n , t o o , h a s e x p e r i e n c e d t h e p r o m o t i o n a l 
r e w a r d s w h i c h Gem i s a b l e to o f f e r t o l o y a l and h i g h p e r f o r m i n g 
s t a f f . As a c o n s e q u e n c e , he b e l i e v e s t h a t g r e a t e r l o y a l t y and 
improved p e r f o r m a n c e c a n be o b t a i n e d from c u r r e n t s e a s t a f f by 
u s i n g a m i x t u r e of ' c a r r o t and s t i c k ' methods. 
But John e x p e r i e n c e s some c o n f l i c t between v;hat he s e e s a s t h e pay-
ments he had t o make to Gem i n r e t u r n f o r l i m i t e d r e w a r d s and t h e 
l e s s payments he p e r c e i v e s c u r r e n t s e a f o r e r n a r e making f o r g r e a t l y 
I n c r e a s e d r e w a r d s . Promotion i s an i m p o r t a n t i s s u e t o most o f f i c e r s 
and John ie no e x c e p t i o n . When he was a t s e a p r o m o t i o n was v e r y s l o w 
and o f f i c e r s s p e n t many y e a r s i n one r a n k b e f o r e b e i n g promoted up 
to the n e x t r a n k . John b e l i e v e s t h a t , i n t h o s e d a y s , o f f i c e r s had 
the time - and p r o f e s s i o n a l p r i d e - t o p r e p a r e t h e m s e l v e s tor t h e 
j o b of t h e n e x t r a n k up. But t o d a y , t h r o u g h s h o r t a g e s o f p e r s o n n e l 
and h i g h l a b o u r t u r n o v e r , John s e e s t h e young b e i n g proracced v e r y 
much f a s t e r t han i n h i s d a y s a t s e a and he b e l i e v e s t h a t c u r r e n t 
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o f f i c e r s have i n s u f f i c i e n t time - and, i n some c a s e s , i n s u f f i c i e n t 
i n t e r e s t - to p r e p a r e t h e m s e l v e s f o r t h e j o b of t h e n e x t r a n k up« 
Quote " T h e r e ' s a l a c k of t h r e a t t o d a y ; l i f e i s t o e e a s y ; but p e o p l e 
don't work any h a r d e r now". I t i s a g a i n s t t h i s b a c k g r o u n d t h a t 
John e x p e r i e n c e s c o n f l i c t v/ith some of t h e t r e n d s e m e r g i n g i n Gem's 
new p e r s o n n e l p o l i c i e s . 
U n l i k e C h a r l e s . John does n o t h o l d t h e V L C C s i n any av;c; he s e e s 
t h e g r e a t e s t c h a l l e n g e and s a t i s f a c t i o n imbedded w i t h i n t h e s m a l l e r 
p r o d u c t s t a n k e r s . 
Kenneth W.harton, a s u p e r i n t e n d e n t : Aged a b o u t 4 0 ; 24 y e a r s i n 
s h i p p i n g a i l w i t h i n Gem; command e x p e r i e n c e a t s e a * 
Ken s t r o n g l y b e l i e v e s t h a t g r e a t e r e f f i c i e n c y can come o n l y from 
i n t e r - d i s c i p l i n a r y team work both a s h o r e and a b o a r d s h i p ; he shov/s 
s i g n s of f a i r l y h i g h a f f i l i a t i o n n e e d s i n w a n t i n g to be w i t h o t h e r s 
and to be f r i e n d l y w i t h o t h e r s . He much p r e f e r s to f e e l t h a t s e a 
s t a f f l o o k upor. him a s a s u p p o r t i v e c o l l e a g u e t h a n a s a ' p o l i c e m a n ' . 
Ken a t t a c h e s g r e a t i m p o r t a n c e to p e o p l e b e i n g s a t i s f i e d w i t h t h e i r 
j o b s w h i l e d o i n g t h o s e j o b s r a t h e r t h a n l o o k i n g f o r w a r d to some 
f u t u r e r e w a r d s i n r e t u r n f o r t o l e r a t i n g a c u r r e n t l y u n p l e a s a n t j o b . 
As he i s c u r r e n t l y e x p e r i e n c i n g h i g h s a t i s f r . c t i o n o u t o f m embership 
of a m u l t i - d i s c i p l i n a r y team, he would l i k e to b r i n g a b o u t f a r more 
team i n v o l v e m e n t a b o a r d s h i p - both h o r i z o n t a l l y a c r o s r . d e p a r t m e n t s 
and v e r t i c a l l y a c r o s s r a n k S o To him^ s t r i c t d e p a r t m e n t a l d i v i s i o n s 
a r e w h o l l y r e p u g n a n t . 
L i k e C h a r l e S y Ken h o l d s t h e V L C C * G i n some av/e ar.d w o u l d r e i v a r d h i g h 
p e r f o r m i n g s e n i o r o f f i c e r s by a p p o i n t i n g them to s u c h s h i p s . 
Andrew M i t c h e l l ^ a s u p e r i n t e n d e n t : Aged a b o u t 4 0 ; 22 y e a r s i n 
s h i p p i n g a l l w i t h i n Gem; s e a e x p e r i e n c e a s c h i e f e n g i n e e r . 
I n common w i t h o t h e r e n g i n e e r s e n c o u n t e r e d d u r i n g t h i s programme, 
Andrew a t t a c h e s l i t t l e or no i m p o r t a n c e to s t a t u s and t o p o t e n t i a l 
s t a t u s c o n f l i c t s between M a s t e r s and C h i e f E n g i n e e r s . Andrew s e e s 
the a c t u a l e n g i n e e r i n g j o b a s a l l i m p o r t a n t and s a t i s f y i n g a n d , l i k e 
Ken, a t t a c h e s g r e a t w e i g h t t o i n t e r - d i s c i p l i n a r y work^ 
And, l i k e C h a r l e s B a r n e t t j Andrew i s v e r y aware o f t h e e x t e r t t to 
which sea s t a f f r e l y upon and t r u s t s e n i o r s i i o r e s t a f f . Both h i s 
a t t i t u d e s and o b s e r v e d b e h a v i o u r i n d i c a t e t h a t he s e e s h i m s e l f -
and wants to be s e e n - a s a s u p p o r t i v e c o l l e a g u e o f s e a - s t a f f and 
not a s a ' p o l i c e m a n ' . 
Andrew has e x p e r i e n c e d rev/ard f o r l o y a l s e r v i c e and h i g h p e r f o r m a n c e 
and f e e l s t h a t t h e s e t r a i t s s h o u l d be e n c o u r a g e d among a l l s t a f f by 
( 1 ) g r e a t e r j o b c h a l l e n g e ; and ( i i ) m o n e t a r y o r p r o r t o t i o n a i 
rev/ardSo 
Andrew c l e a r l y r e c o g n i s e s t h e i n t e r d e p e n d e n c e o f deck and e n g i n e e r 
o f f i c e r s a b o a r d t a n k e r s and s e e s t h a t m e c h a n i c a l s o u n d n e s s i n t h e 
engineroom l i e s a t t h e r o o t o f s h i p b o a r d e f f i c i e n c y and harmony. To 
some e x t e n t he s e e s a need to s e p a r a t e t h e work and l i f e a r e a s a b o a r d 
s h i p so l o n g a s d i s c i p l i n e c a n be m a i n t a i n e d . He does n o t w a n t to 
be seen a s a p o l i c e m a n , he s e e s some need t o s e p a r a t e t h e work and 
l i f e a r e a s , y e t f quote " I f I went a b o a r d a s h i p f o r t e c h n i c a l r e a s o n s 
and n o t i c e d j s a y , a j u n i o r mate who a p p e a r e d to be d r u n k ^ even though 
he i s o f f - d u t y , I would n o t h e s i t a t e t o r e p o r t t h i s t o t h e d e c k or 
p e r s o n n e l s u p e r i n t e n d e n t s so t h a t t h e m a t t e r c o u l d be i n v e s t i g a t e d 
and a c t i o n t a k e n , i f n e c e s s a r y " . Andrew s e e s s u c h a c t i o n a s h i s duty 
and a s s u p p o r t i n g the M a s t e r - y e t t h e M a s t e r s i n t e r v i e w e d w o i i l d s e e 
s u c h a c t i o n a s g r o s s i n t e r f e r e n c e i n t h e way t h e y a r e r u n n i n g t h e i r 
s h i p s . 
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M i c h a e l N i c h o l s o n , a s e n i o r personn-gl manager. Aged a b o u t 4 0 : 15 + 
y e a r s v / i t i i i n Gem O i l , none of w h i c h a t s e a * 
A l t h o u g h he would l i k e to i n t r o d u c e a s p e c t s o f p e r s o n n e l p o l i c i e s 
w h i c h have been soun<lly d e v e l o p e d and p r o v e d i n l a n d - b a s e d i n d u s t r i e s ^ 
M i c i t a e l i s w e l l aware of t h e s t r e n g t h of t r a d i t i o n a t s e a and tias 
l e a r n e d ^ from e x p e r i e n c e , t h e v a l u e of making s m a l l c h a n g e s i n an 
i n c r e m e n t a l manner i n s t e a d of u p s e t t i n g t h e whole s o c i a l s y s t e m by 
making major changes* I n t h i s , he h a r m o n i s e s w i t h a l l t h e o t h e r Gem 
s t a f f i n t e r v i e w e d - c h a n g e s s h o u l d be made s l o w l y and s u r e l y * 
M i c h a e l f i n d s h i m s e l f i n a p o s i t i o n o f some c o n f l i c t . He s e e s h i s 
p r i m a r y r e s p o n s i b i l i t y a s r e c r u i t i n g and r e t a i n i n g s u f f i c i e n t p e o p l e 
to man a J l t h e Gem s h i p s . R e c r u i t m e n t l a w h o l l y w i t h i n h i s d i r e c t 
c o n t r o l but r e t e n t i o n i s n o t . He h a s t h e a u t h o r i t y to make i m p r o v e -
ments to s h i p b o a r d f a c i l i t i e s ( i n a p h y s i c a l s e n s e ) p r o v i d e d t h e s e 
do n o t i n t e r f e r e v;ith t h e o p e r a t i o n a l e f f i c i e n c y of t h e s h i p ; he has 
no a u t h o r i t y to a l t e r , u n i l a t e r a l l y , s h i p b o a r d w o r k i n g p r a c t i c e s 
even i f he b e l i e v e s t h e s e to be a c c e l e r a t i n g v / a s t a g c . T h u s M i c h a e l ' s 
a c t i v i t i e s (aimed a t i m p r o v i n g r e t e n t i o n ) a r e s e e n w i t h i n g i - e a t e r 
p r o v i s i o n of l e i s u r e f a c i l i t i e s e.g. v i d e o t a p e - r e c o r d e r s ; an i n c r e a s e d 
t o t a l w e l f a r e s e r v i c e ; an improved company's n e w s l e t t e r ; and i n c r e a s e d 
p r e - and i n - s e r v i c e t r a i n i n g . 
M i c h a e l shows s i g n s of an a u t h o r i t a r i a n p e r s o n a l i t y i n t h e way he 
s u p p o r t s and d e f e n d s t h e t r a d i t i o n a l s h i p b o a r d h i e r a r c h y ; i n t h e 
w e i g h t ho a t t a c h e s t o h i s p r e s e n t m a n a g e r i a l p o s i t i o n ; and i n h i s 
r e a d i n e s s to g e n e r a l i s e about s u b o r d i n a t e s . Quote, "We c a n n o t a l l o w 
a s y s t e m a b o a r d s h i p whereby t h e p e o p l e had c o s n p i e t e f r e e d o m to ctioose 
t h e food t h e y e a t - t h e y ' d a l l e a t f i s h and c h i p s t h e w l i o i e t i n i e . The 
o n l y way wc can e n s u r e n u t r i t i o n i s by t h e company i s s u i n g food'*. 
H a r r y Gun t o n , a j u n i o r s u p e r i n ten o c n t . Aged a b o u t 30; 13+ y e a r s i n 
s h i p p i n g a l l v ; i t h i n Gem j e x p e r i e n c e a t s e a a s a c a t e r i n g o f f i c e r . 
H a r r y i s s i m i l a r to the c a t e r i n g o f f i c e r s o b s e r v e d a b o a r d s h i p i n 
t h a t he r e c o g n i s e s the i m p o r t a n c e o f good c a t e r i n g but f e e l s tl»at 
t r a d i t i o n a l h a b i t s and o r g a n i z a t i o n a l r i g i d i t y p r e v e n t t h e c a t e r i n g 
p e o p l e from m e e t i n g the n e e d s of c r e w s by i n t r o d u c i n g an e l e m e n t of 
v a r i e t y i n t h e t i m i n g and s e t t i n g o f m e a l e . He f e e l s t h a t p e o p l e 
a b o a r d s h i p a r e n o t u t i l i s e d t o t h e i r f u l l c a p a c i t y and t h a t f u l l 
u t i l i s a t i o n c a n be a c h i e v e d o n l y t h r o u g h r e o r g a n i z i n g s h i p b o a r d 
t a s k s . 
I f a n y t h i n g , H a r r y f e e l s drav/n more c l o s e l y to t h e deck thai!i t o t h e 
e n g i n e e r o f f i c e r s ; he s y m p a t h i s e s w i t h t h e r e l a t i v e s l o v / n e s s o f 
promotion among s e n i o r deck o f f i c e r s and h o l d s somewhat n e g a t i v e 
a t t i t u d e s to the speed a t w h i c h e n g i n e e r o f f i c e r s p a s s t h r o u g h t h e 
s y s t e m - from c a d e t t h r o u g h j u n i o r r a n k s to c h i e f e n g i n e e r and then 
o u t o f the company i n t o some s h o r e j o b . 
James D a v i d s o n , a c o m m e r c i a l manager. Aged 40+; come e x p e r i e n c e a t 
sea but most e x p e r i e n c e w i t h i n c h a r t e r i n g and s h i p b r o k i n g . 
James s e e s h i s p r i m a r y t a s k a s h a v i n g t o s a t i s f y s p e c i f i e d t r a n s p o r t 
needs of the p a r e n t Gem O i l ; h i s r e s o u r c e s a r e t h e owned and 
c h a r t e r e d s h i p s w i t h i n h i s s u b - f l e e t ; h i s a u t h o r i t y and r e s p o n s i b i l i t y 
a r e c l e a r l y r e l a t e d to t h e c o r r e c t s c h e d u l i n g o f h i s s h i p s . 
I n common w i t h t h e o t h e r Gem managers i n t e r v i e w e d , J a m e s s e e s t h e 
s e n i o r s h i p s ' o f f i c e r s a s p r o f e s s i o n a l s who have t h e a b i l i t y - and 
a r e p a i d - to g e t on w i t h t h e j o b ; he d e p l o r e s over-much ( q u o t e ) 
" s c r e a m i n g f o r h e l p " from t h e s h i p s . H i s j o b i s h i g h l y d e p e n d e n t 
upon h a v i n g i n t h e s h i p s s e n i o r s who a r e p r e p a r e d to u s e t h e i r own 
judgement to m a i n t a i n a h i g h l e v e l o f p e r f o r m a n c e ; h i s j o b depends 
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somewhat on h i s a b i l i t y t o judge what a c t i o n s w i l l be t a k e n on b o a r d 
when an a c c i d e n t o r c r i s i s o c c u r s * T h u s , he n e e d s t o know t h e s e n i o r 
a b o a r d each of t h e s h i p s under h i s c o m m e r c i a l c o n t r o l - a n e e d t h a t 
i s now b e i n g s a t i s f i e d by t h e permanent a p p o i n t m e n t o f s e n i o r s to 
c e r t a i n s h i p s v / i t h i n t h e s u b - f l e e t s , 
James s e e s t h a t t h e most c o m p l e t e i n f o r m a t i o n a b o u t t h e t e c h n i c a l 
s t a t e of s h i p s i s l o d g e d w i t h i n t h e r e c o r d s a t h e a d - o f f i c e ; on 
o c c a s i o n s he n e e d s t h i s i n f o r m a t i o n and t h u s he r e q u i r e s , i n s h i p s ' 
o f f i c e r s , an a b i l i t y and v / i l l i n g n e s s t o c o m p l e t e p a p e r w o r k c o r r e c t l y 
L i k e Ken Wharton, James e n j o y s w o r k i n g w i t h i n a m u l t i - d i s c i p l i n a r y 
team and s e e s no d i s t i n c t i o n between t h e s h o r e m a n a g e r s and s e n i o r 
o f f i c e r s c o n n e c t e d w i t h the o p e r a t i o n o f a s h i p . Me would l i k e t o 
s e e such teamwork s t r e n g t h e n e d p r o v i d e d t h a t a l l members u n d e r s t a n d 
t h e t o t a l i t y of t h e s h i p s c h e d u l i n g p r o b l e m i . e . t h a t a c e r t a i n 
a c t i o n i n one s h i p may be w h o l l y b e n e f i c i a l f o r t h a t s h i p but i t 
can throv; i n t o d i s a r r a y the v/holc of a f l e e t s c h e d u l i n g programme. 
Thus James e x p e r i e n c e s a c o n t i n u a l n e e d t o have a b o u t him ( b o t h 
a s h o r e and aboard s h i p ) p e o p l e who w i l l f o l l o w t h e r u l e s w h i l e 
t h i n g s a r e g o i n g r i g h t and who w i l l e x e r c i s e t h e i r own d i s c r e t i o n 
when t h i n g s go wrong - w i t h s u c h d i s c r e t i o n a r y j u d g e m e n t s a l w a y s 
t a k i n g i n t o a c c o u n t t h e e f f e c t s on o t h e r s h i p s of a c e r t a i n a c t i o n 
i n one s h i p . 
Gem T a n k e r s ' Shore S t a f f * , 
I f the s k e t c h e s have been a c c u r a t e l y drawn, t h e r e a d e r s h o u l d liav 
some i d e a of the c o m p l e x i t y of t h e r e a l i t i e s o f t h e Gem organ i ; : a t i o n 
and of the i n h e r e n t o r g a n i z a t i o n a l c o n f l i c t between t h e o p e r a t i o n a l 
and p e r s o n n e l d e p a r t m e n t s . 
We see a group of p e o p l e who, i n t l i e m a i n , h a v e h i g h r e g a r d f o r t h e 
p r o f e s s i o n a l competence of the s e n i o r s i n t h e s h i p s . We s e e i n d i v i d u a l s 
who, h a v i n g been t h e m s e l v e s r e w a r d e d f o r l o y a l t y and h i g h p e r f o r m a n c e 
by promotion to r e l a t i v e l y h i g h m a n a g e r i a l p o s i t i o n s a s l \ o r c , f e e l t h a t 
p r o m o t i o n a l o p p o r t u n i t y i s t h e most e f f e c t i v e ' c a r r o t ' t o h o l d o u t i n 
o r d e r to improve p e r f o r m a n c e l e v e l s a b o a r d ship„ Some s h o r e managers 
would r e w a r d h i g h p e r f o r m i n g s e n i o r s by a p p o i n t i n g them to t h e Very 
L a r g e Crude C a r r i e r s y e t t h e s e n i o r s i n t e r v i e w e d would e x p e r i e n c e 
such an a p p o i n t m e n t a s a punishment* 
F o r p e r s o n a l and t a s k r e a s o n s we see most of t h e s h o r e m a n a g e r s 
w a n t i n g - and n e e d i n g - to be c l o s e to s e n i o r s h i p s ' o f f i c e r s . The 
p e r f o r o i a n c e l e v e l s of s u p e r i n t e n d e n t s and s h o r e m a n a g e r s a r e h i g h l y 
dependent upon t h e p e r f o r m a n c e l e v e l s of i n d i v i d u a l s a n d g r o u p s a t 
s e a and t h e s e s h o r e p e o p l e r e s p o n d by a c c e p t i n g t h e h i g h d e g r e e of 
r e l i a n c e and t r u s t p l a c e d upon them by t h e s e a s t a f f . 
We see c e r t a i n s h o r e managers who f e e l t h e need f o r c h a n g e a b o a r d 
s h i p w i t h i n t a s k r e a l l o c a t i o n b u t t h e " p r e p o n d e r a n c e o f s h o r e p e o p l e 
see no need f o r r a p i d and d r a s t i c c h a n g e s t o be made w i t h i n s h i p b o a r d 
w o r k i n g p r a c t i c e s . 
We s e e a c t u a l and p o t e n t i a l c o n f l i c t b u i l t I n t o t h e o r g a n i z a t i o n a l 
d e s i g n of Gem T a n k e r s i n t h e way t h a t t h e p e r s o n n e l manager i s b a r r e d 
from i n t e r f e r i n g w i t h o p e r a t i o n a l p r a c t i c e s ( a n d s o o v e r - c o n c e n t r a t e s 
on i m p r o v i n g p h y s i c a l f a c i l i t i e s ) w h i l e t h e o p e r a t i o n a l manas:ers a r e 
w h o l l y dependent upon t h e p e r s o n n e l man r e c r u i t i n g and r e t a i n i n g 
s u f f i c l e n t s e a s t a f f , 
IVe see p o t e n t i a l c o n f l i c t s a r i s i n g from m i s m a t c h e s between t h e 
p e r s o n a l i t i e s of key managers w i t h i n Gem T a n k e r s , But s u c h p e r s o n a l i t y 
c o n f l i c t s a r e submerged b e n e a t h the l a r g e r and more v i s i b l e p r o b l e m s 
e m a n a t i n g from t h e n a t u r e o f t h e t a s k s p e r f o r m e d by t h e o p e r a t i o n a l 
and s e r v i c e d e p a r t m e n t s - the o p e r a t i o n a l t a s k s b e i n g , e s s e n t i a l l y , 
s h o r t - t e r m w h i l e t h o s e of t h e s e r v i c e d e p a r t m e n t s a r e l o n g - t e r m . 
O r g a n i z a t i o n a l bonds and i n t e r c i e p e n c i e n c i e s a s &een by =>hip5^ o f f i c e r s 
I n the diiAgrams below, g r o u p s e n c l o s e d by s o l i d l i n e s i n d i c a t e 
p e r c e i v e d p o s i t i v e bonds and i n t e r d e p c n d e n c i e s ^ B r o k s n l i n e a r r o w s 
i n d i c a t e n e g a t i v e a t t i t u d e s . 
OPH:RATIONAL DEPT. SERVICK Dli PARTMEN To 
Managers | 
Super i n ten dentfi | 
N'a s t e r 
C h i e f Mate 
j C h i e f K n g i n e c r 
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2nd K n g i n e e r l \ ' ^ ( C a t e r i n g i r T T l c e r ^ 
X'RatirTgs] 
Gem T a n k e r s a s seen bv t h e s e n i o r o f f i c e r s i n *'MICA" 
OPERATIONAL DEPT S E R V I C E 
Managers 
S u p e r i n t e n d e n t s 
M a s t e r 
C h i e f relate 
C h i e f E n g i n e e r 
i P e r s o n i v c l i 
[ j u n i o r Mates 
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DEPARTMENTS 
T e c h n i c a l A c c o u n t s 
2nd E n g i n e e r [ C a t e r i n g O f f i c e ' r f 
[ R a t i n g s 
Gem T a n k e r s a s seen by the j u n i o r o f f i c e r s i n "MICA" 
OPERATIONAL DEPT S E R V I C E DEPARTMENTS 
Managers 
S u p e r i n t e n d e n t s P e r s o n n i c l l 
Ma S t e I' 
C h i e f Mate 
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C h i e f E n g i n e e 
2nd E n g i n e e r 
f J u n i o r Mates 
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["catering O f f i c e r ! 
Gem T a n k e r s a s seen by t h e s e n i o r o f f i c e r s i n "QUARTZ" 
OPERATIONAL DtiPT. S E R V I C E DEPARTMENTS 
Managers 
S u p e r i n t e n d e n t s 
[ M a s t e r ] 
C h i e f Mate 
C h i e f E n g i n e e r 
2nd E n g i n e e r '''' 
r p e r s o n n e i 
- [ J u n i o r Mates 
-t Jun j or E n g i n e e r s ! 
I l l jCatering O f T I F e r j l 
T e c h r s l c a l Accoun 13 
[ Ratinprs _] 
Gem T a n k e r s as seen by t h e j u n i o r o f f i c e r s in"QUART?/' 
I t i s hoped t h a t the above f o u r d i a g r a m s i l l u s t r a t e t h e f o l l o v v i n g 
p o i n t s : -
1) Tlie MICA s e n i o r s s e e a l l t h e s e r v i c e d e p a r t m e n t s a s an u n d i f f e r e n -
t i a t e d group c l e a r J y s e p a r a t e d from the o p e r a t i o n a l d e p a r t m e n t s 
w h i l e t h e QUARTZ.seniors d i f f e r e n t i a t e between t h e s e p a r a t e s e r v i c e 
and o p e r a t i o n a l d e p a r t m e n t s . 
2) I n both s h i p s , the j u n i o r o f f i c e r s do n o t d i f f e r e n t i a t e between 
s e r v i c e and o p e r a t i o n a l d e p a r t m e n t s nor^ w i t h t h e e x c e p t i o n o f t h e 
p e r s o n n e l d e p a r t m e n t , do they s e p a r a t e one d e p a r t m e n t from a n o t h e r 
3) So f a r a s the s e n i o r s i n MICA a r e c o n c e r n e d , "we'* a r e t h e team of 
s e n i o r o f f i c e r s p l u s t h e o p e r a t i o n a l m anagers w h i l e " t h e y " a r e a l l 
the s e r v i c e d e p a r t m e n t s . But among t h e s e n i o r s i n QUARTZ., "we" a r e 
the t o t a l s e a s t a f f w h i l e " t h e y " a r c a l l t h e h e a d - o f f i c e s t a f f , 
4 ) I n both s h i p s , the j u n i o r o f f i c e r s s e e t h e m s e l v e s p e r m a n e n t l y and 
p o s i t i v e l y a t t a c h e d to the p e r s o n n e l d e p a r t m e n t * The TOVAZ. s e n i o r s 
see t h e m s e l v e s as p e r m a n e n t l y a t t a c h e d to t h e p e r s o n n e l d e p a r t m e n t 
bu t , owing to p e r c e i v e d t h r e a t to t h e i r s e c u r i t y , t h e y v i e w t h i s 




I n MICA. ( t h e c a t e r i n g o f f i c e r and r a t i n g s a r c i s o l a t e d w h i l e 
r^JARTZ.they a r e seen a s members o f v a r i o u s g r o u p s . 
i n 
I n MICA, t h e s e n i o r s s e e some o f t h e j u n i o r mates and j u n i o r 
e n g i n e e r s a s members of t h e i r team b u t t h e r e v e r s e d o e s n o t h o l d -
the j u n i o r s do not p e r c e i v e t h e m s e l v e s a s members o f the MICA team 
I n both s h i p s , the j u n i o r m a t e s and j n i o r e n g i n e e r s s e e t h e i r 
s e n i o r o f f i c e r s a s members of t h e h e a d - o f f i c e o p e r a t i o n a l and 
s e r v i c e d e p a r t m e n t s ^ 
The r e m o t e n e s s or c l o s e n e s s of g r o u p s h a s i m p o r t a n t i m p l i c a t i o n s 
f o r ( i ) the d i s s a t i s f a c t i o n / s a t i s f a c t i o n o f i n d i v i d u a l d e s i r e s to 
p a r t i c i p a t e i n p l a n n i n g and d e c i s i o n - m a k i n g ; 
( i i ) t h e s h i p b o a r d d i s c i p l i n a r y s t y l e i ^ e . a remote 
r u l e s and f o r m a l punlshm.ent p r o c e d u r e s w h i l e a 
u s e s p e r s u a s i o n and n o t i o n s of l o y a l t y . 
s u p e r i o r u s e s 
c l o s e s u p e r i o r 
The p e r c e i v e d o r g a n i z a t i o n a l d i f f e r e n c e s among t h e Topaz and M i c a 
p e o p l e a r e p r o b a b l y t h e c o n s e q u e n c e of t h e permanent a p p o i n t m e n t of 
t h e s e n i o r s i n MICA and t h e * f l o a t i n g ' a p p o i n t m e n t o f a l l o f f i c e r s 
i n QUARTZ.This has i m p o r t a n t i m p l i c a t i o n s f o r chang e programmes: I f 
teams of s e n i o r s were p e r m a n e n t l y a p p o i n t e d to s h i p s t h e r e s u l t 
would p r o b a b l y be g r e a t e r t e c h n i c a l e f f i c i e n c y b u t , e q u a l l y p r o b a b l y , 
a s p l i t c o u l d o c c u r between t h e o p e r a t i o n a l and s e r v i c e d e p a r t m e n t s 
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a s h o r e and between the s e n i o r s and j u n i o r s ciboarcl s h i p . T h e r e couJ.J, 
i n f a c t , be two s e t s of s e a s t a f f - s e n i o r s i d e n t i f i e d w i t h and 
c o n t r o i l e d by ttie o p e r ^ i t i o n a i managers and j u n i o r s i d e n t i f i e d w i t h 
and c o n t r o l l e d by the p e r s o n n e l m anagers. 
Ilov^ever, the o b s e r v a t i o n s made i n MICA and QiJAirm i n d i c a t e t h a t t h e 
s e n i o r / j u n i o r gap can r e a d i l y be c l o s e d by the s e p a r a t i o n o f v/ork 
and l i f e a c t i v i t i e s a b o a r d s h i p . I n MICA t h e s e n i o r s formed a t i g h t 
t r i a d f o r a l l t e c h n i c a l p l a n n i n g and dec i s i o n - m a k i n g b u t the aj;most 
c o m p l e t e a b s e n c e of u n i f o r m s w h i l e o f f - d u t y , t h e f u l l p a r t i c i p a t i o n 
by s e n i o r s i n the bar and s o c i a l a c t i v i t i e s , t h e u s e o f C h r i s t i a n 
names t h r o u g h o u t ( b o t h upwards and downwards) a l l h e l p e d t h e j u n i o r s 
t o f e e l t h a t t h e y were r e c o g n i s e d a s w i i o l c , c o m p l e t e i n d i v i d u a l s 
w l i i l e o f f d u t y . Had the work and l i f e a r e a s i n MICA n o t been s e p a r a t e d 
( i . e . had the Q U A R T Z c h a r a c t e r i s t i c s e x i s t e d i n M I C A ) , i t i s h i g h l y 
p r o b a b l e t h a t j u n i o r o f f i c e r s would have l o u n d s e r v i c e i n MICA 
i n t o l e r a b l e . 
O r g a n i z a t i o n a l bonds and i n t e r d e p e n d e n c i e s a s s e e n by s h o r e s t a f f . 
S hore s t a f f a r e l o c a t e d a t head o f f i c e ; t h e y have f r e q u e n t d e a l i n g s 
w i t h members o f t h e i r own and o t h e r d e p a r t m e n t s . I t i s l i k e l y , 
t h e r e f o r e , t h a t the p e r c e p t i o n s t h e y h o l d of Gem T a n k e r s d i f f e r 
from t h o s e h e l d by sea s t a f f * 
I n common v/ith most o t h e r o r g a n i z a t i o n s , t h e r e i s . w i t h i n the Gem 
Company, a degree of o r g a n i z a t i o n a l p o l i t i c k i n g and p e r c e i v e d 
* empire b u i l d i n g * h u t , e x c l u d i n g t h e s e n e g a t i v e e l e m e n t s , t h e r e 
a p p e a r s among the I s e a d - o f f i c o s t a f f a g r e a t e r a w a r e n e s s of t h e 
i n t e r d e p e n d e n c e of the o p e r a t i o n a l and s e r v i c e d e p a r t m e n t s - s u c h 
a>vareness i n c r e a s i n g w i t h m a n a g e r i a l l e v e l . 
Of a l l the o r g a n i z a t i o n a l v i e w s h e l d by t h e MICA and Q U A K T Z of f l e e r s 
( i l l u s t r a t e d on p r e v i o u s p a g e s ) ^  t h e viev; of t h e MICA s e n i o r s most 
c l o s e l y m a t c h e s the view h e l d by t h e o p e r a t i o n a l m a n a g e r s and s u p e r -
i n t e n d e n t s - v / i t h o u t the n e g a t i v e a t t i t u d e s c o n t a i n e d i n t h a t d i a g r a m . 
The O p e r a t i o n a l managers and s u p e r i n t e n d e n t s s e e t h e m s e l v e s c l o s e l y 
bound to t h e i r permanent s e n i o r s ; and they s e e t!ie r e m a i n i n g o f f i c e r s 
and r a t i n g s a s * b e l o n g i n g ' to the p e r s o n n e l d e p a r t m e n t . 
The v i e w h e l d by p e r s o n n e l managers d i f f e r s from t h a t o^' t h e i r 
o p e r a t i o n a l c o l l e a g u e s and i s more c l o s e l y a l i g n e d w i t h t h e v i e w 
h e l d by the Q U A K T Z s e n i o r s i . e , t h e p e r s o n n e l m a n a g e r s s e e t h e m s e l v e s 
bound to and r e s p o n s i b l e f o r the t o t a l s e a s t a f f . 
O r ^ a n i z a t i o n a l * r e a 1 1 t y ' and a u t h o r i t y 
What i s the o r g a n i z a t i o n a l r e a l i t y of Gem T a n k e r s ? I s i t t h e f o r m a l 
o i ' g a n i z a t i o n and s e t s of r e s p o n s i b i l i t i e s shown on t l t e x r o r g a n i z a t i o n 
c h a r t ? I s i t the i d e a l o r g a n i z a t i o n w h i c h would make t h e j o b s of 
s e n i o r managers somewhat e a s i e r and more p r e d i c t a b l e ? I s i t t h e 
o r g a n i z a t i o n a s see n by the members - and what t h e n o f t h e d i f f e r e n t 
d e p a r t m e n t a l v i e w s ? Or i s i t some s o r t of compromise between a l l 
t h r e e ? O b s e r v a t i o n shov/s t h a t i t i s a compromise o r g a n i z a t i o n v/ith 
t h e i d e a l e l e m e n t s b e i n g u s e d and s t r e n g t h e n e d w h e r e v e r p o s s i b l e ; 
the f o r m a l o r g a n i z a t i o n b e i n g u s e d to s t r e n g t h e n t h e p o s i t i o n s of 
i n d i v i d u a l s and whenever interdepartmentj-'.l c o n f l i c t a r i s e s ; and t h e 
p e r c e i v e d o r g a n i z a t i o n b e i n g u s e d by t h e l o w e r members when 
c o n s i d e r i n g t h e i r own p o s i t i o n s and committment to t h e company. B u t , 
a s w i l l be d i s c u s s e d l a t e r , i t i s t h e p e r c e i v e d o r g a n i z a t i o n w h i c h 
h a s t o be u s e d t o b r i n g a b o u t any d e s i r a b l e c h a n g e s and w h i c h , w i t h o u t 
d e l i b e r a t e d e s i g n , may f o r c e u n d e s i r a b l e c h a n g e s upon t h e company or 
d e p a r t m e n t s . 
The o b j e c t i v e r e a l i t y of the Gem o r g a n i z a t i o n i s t h a t some 3,000 
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peo p l e have come t o g e t h e r and have been a r r a n g e d w i t h i n d c T i n e d 
p a t t e r n s o f a c t i v i t i e s a l l of w h i c h a r e r e l a t e d to the p u r p o s e s 
of Gem T a n k e r s . But what k e e p s them t o g e t h e r and, when ineiubers 
l e a v e and a r c r e p l a c e d , what d r i v e s the newcomers t o c a r r y o u t the 
d u t i * ? a l l o c a t e d to them? What e n a b l e s Gem T a n k e r s to r e t a i n i t s 
e s s e n t i a l c h a r a c t e r y e a r a f t e r y e a r w i t h c o m p l e t e l y d i f f e r e n t g r o u p s 
of members? 
There a r e many d i f f e r e n t - and sometimes o p p o s i n g - v i e w s on 
o r g a n i z a t i o n a l s u r v i v a l and i n d i v i d u a l committment. Some w r i t e r s 
a r gue t h a t c o n t i n u e d committment by an i n d i v i d u a l d e pends upon h i s 
being a b l e to s a t i s f y h i s b a s i c n e e d s ; some say t h a t i t depends 
upon members f e e l i n g t h a t t h e y a r e g e t t i n g e q u i t a b l e r e w a r d s foi-
t h e i r e f f o r t s ; w h i l e s t i l l o t h e r s s a y t h a t i t d e p e n d s upon the 
i n d i v i d u a l b e l i e v i n g t h a t he i s g e t t i n g more o u t t h a n he i s p u t t i n g 
i n . However, among a l l t h e Gem p e r s o n n e l o b s e r v e d , t h e common t h r e a d 
r u n n i n g t h r o u g h o r g a n i z a t i o n a l committment was s e c u r i t y . 
As can be s e e n i n the s t a t i s t i c s , 9 4 % of t h e Gem p e o p l e i n t e r v i e w e d 
a r e c o m m i t t e d to the company b e c a u s e of the s e c u r i t y t h e y b e l i e v e 
i t o f f e r s . Gem O i l i s seen by a l l members a s v e r y l a r g e and by 
most members a s f i n a n c i a l l y v e r y s t r o n g . A l l members s e e t h a t a 
h i g h d e g r e e of j o b s e c u r i t y i s a v a i l a b l e w i t h i n Gem b u t i n d i v i d u a l s 
adopt d i f f e r e n t s t r a t e g i c s t o s t r e n g t h e n t h e i r p e r c e i v e d p o s i t i o n s 
r e g a r d i n g j o b s e c u r i t y ^ 
The o b s e r v e d b e h a v i o u r a l p a t t e r n s of members c l e a r l y i n d i c a t e ii 
u n i v e r s a l l y h e l d b e l i e f t h a t p e r f o r m a n c e o f f i i l o c a t e d d u t i e s and 
c o m p l i a n c e vifith i n s t r u c t i o n s w i l l s t r e n g t h e n t h e j o b s e c u r i t y of 
the i n d i v i d u a l . I n a d d i t i o n ^ the j u n i o r o f f i c e r s o f both s h i p s and 
tlie s e n i o r o f f i c e r s of gUAUTZ. b e l i e v e d t h a t j o b s e c u r i t y i s p a r t l y 
dependent upon t h e i r n o t d i s p l e a s i n g members o f the p e r s o n n e l ; 
d e p a r t m e n t . The MICA s e n i o r s h e l d n e i t h e r p o s i t i v e n o r n e g a t i v e 
a t t i t u d e s t o w a r d s the p e r s o n n e l d e p a r t m e n t a s s u c h - t h e i r b e h u v i o o r 
i n d i c a t e d a b e l i e f t h a t j o b s e c u r i t y was b e s t o b t a i n e d by v e r y -
h i g h l e v e l s o f t e c h n i c a l p e r f o r m a n c e out of w h i c h they c o u l d e n l i s t 
the s t r o n g s u p p o r t of t h e i r s u b - f l e e t managers i n :iny t h r e a t e n i n g 
c o n f l i c t w i t h t h e p e r s o n n e l d e p a r t m e n t . As h a s a l r e a d y been mentionedp 
the MICA s e n i o r s saw the p e r s o n n e l d e p a r t m e n t a s j u s t one of t h e 
m.any s e r v i c e d e p a r t m e n t s b a r r i n g t h e i r g r e a t e r d i r e c t c o n t r o l of 
t h e i r s h i p . 
As can be s e e n , not a l l O i T i c c r s p l a c e j o b s e c u r i t y a s t h e i r prime 
m o t i v a t o r - some se e k g r e a t e r c h a l l e n g e i n t h e i r work and some s e e k 
b e t t e r r a t i n g s . But a l l of t h e p e o p l e i n t e r v i e w e d had s e r v e d f o r 
many y e a r s i n Gem T a n k e r s and none ( b u t one) e x p r e s s e d any p l a n s 
t o l e a v e t h e company so t h a t g r e a t e r c h a l l e n g e and b e t t e r r a t i n g s 
can o n l y be wanted w i t h i n t h e same l e v e l o f j o b s e c u r i t y , e s p e c i a l l y 
i n the c a s e s of the o l d e r members. Where, a s i n t h e c a s e o f Jo h n 
Osborne 2nd Mate of QUARTZ, a man i s w i l l i n g to t r a d e o f f some j o b 
s e c u r i t y i n r e t u r n f o r a more c h a l l e n g i n g j o b , t h i s i n d i c a t e s a v e r y 
h i g h demand f o r D more s a t i s f y i n g j o b . 
The h i g h d e g r e e o f j o b s e c u r i t y b e i n g s o u g h t a f t e r by Gem o f f i c e r s 
h a s i m p o r t a n t i m p l i c a t i o n s f o r c o m m u n i c a t i o n and c h a n g e programmes; 
i t a l s o p o i n t s t o w a r d s p o t e n t i a l r o l e c o n f l i c t among s e n i o r managers. 
Even though v e r y few o f f i c e r s have e v e r been s f i c k e d from Gem T a n k e r s , 
the w e i g h t t h a t i n d i v i d u a l s a t t a c h t o j o b s e c u r i t y i s t h e means 
whereby s e n i o r s a r e a b l e to g e t j t m i o i - s t o c a r r y o u t o r d e r s and 
i n s t r u c t i o n s . T h i s a l s o i m p l i e s t h a t a l m o s t any c h a n g e programme 
c o u l d be i n t r o d u c e d e f f e c t i v e l y i f - and o n l y i f - members p e r c e i v e 
the change a s s t r e n g t h e n i n g t h e i r j o b s e c u r i t y . 
But w h i l e managers c a n u s e t h e v a l u e d j o b s e c u r i t y t o a c h i e v e Gem * s 
- 254 -
c o r p o r a t e o b j e c t i v e s , t h i s same v a l u e d s e c u r i t y a c t s a s a b l o c k a g e 
to c e r t a i n c o m m u n i c a t i o n s and may r e s u l t i n managers e x p e r i c n o i v . g 
a d e g r e e of c o n f l i c t * Tl^e top nianageri-- a r e w e l l aware t h a t t h e o i l 
i n d u s t r y i s c h a n g i n g ; t h a t t h r o u g h v a r i o u s n a t i o n a l i z a t i o n 
programmes, c r u d e o i l i s becoir.ing more e x p e n s i v e ; and t h a t , ?.s a 
r e s u l t of i n f l a t i o n i n wages and r e p a i r s , s h i p p i n g c o s t s a r e r a p i d l y 
i n c r e a s i n g . The p a r e n t company - Gem O i l - i s i n a p o s i t i o n of 
h a v i n g to e c o n o m i z e a t a l l l e v e l s w i t h p a r t of t h e e c o n o m i z a t i o n 
programme b e i n g t h e c o n s i d e r a t i o n of a l t e r n a t i v e s e a t r a n s p o r t 
methods i . e . c h a r t e r i n g c o m p l e t e l y i n s t e a d o f owning most of t h e i r 
s h i p s * Cut d i r e c t i v e s and c o m m u n i c a t i o n s from s h o r e managers to 
s e a ? t a f f on the need to economize w h e r e v e r p o s s i b l e i m p l y t h a t 
t h e f i n a n c i a l s t r e n g t h of Gem i s b e i n g t h r e a t e n e d - a n d t h i s t h e 
sea s t a f f s i r a p l y c a n n o t a c c e p t , T l i a t i s , t h e i r committment to Gem 
h a s f o r so l o n g been b a s e d upon j o b s e c u r i ^ ^ y t h a t any t h r e a t to 
t h e i r j o b s e c u r i t y i s - and must be d i s b e l i e v e d ; t h e y s i m p l y 
c a n n o t b e l i e v e t h a t Gem i s f i n a n c i a l l y f r a g i l e f o r s u c h b e l i e f 
would be e x p e r i e n c e d a s an a t t a c k upon t h e i r s e i f - i d e n t i t i e s and 
v e r y e x i s t e n c e . 
I n summary^ t h e n , t h i s i s what Gem T a n k e r s i s a i l a b o u t : -
\) I t i s a v e r y l a r g e a n d , f i n a n c i a 1 l y , r e l a t i v e l y s t r o n g o i l 
company w h i c h o p e r a t e r i i t s own and c l i a r t e r e d s h i p s * 
2) I n many r e s p e c t s i t h a s the c ^ i a r a c t e r i s t i c s of a c l a s s i c a l 
b u r e a u c r a c y , 
3) W i t h i n the s u b - f l e e t o p e r a t i o n a l d e p a r t n ^ e n t s i n w h i c h tViere i s 
a h i g h d e g r e e o f t a s k i n t e r d e p e n d e n c e between s h o r e and s e a i ; t a r r , 
c l o s e , f r i e n d l y and o r g a n i s m i c r e l a t i o n s h i p s o i i s t between 
s u p e r i n t e n d e n t s and s e n i o r o f f i c e r s * 
4 ) W i t h i n t h e s e r v i c e d e p a r t m e n t s - and e s p e c i a l l y p e r s o n n e l and 
t e c h n i c a l - t h e r e i s no t a s k i n t e r d e p e n d e n c e between s e a and 
s h o r e s t a f f s ; r e l a t i o n s h i p s a r c somewhat r e m o t e , n e u t r a l 
a t t i t u d e s p r e v n i l i'.nd, owing to t h e v e r y l a r g e nurjber of o f f i c e r s 
a d m i n i s t e r e d by t h i s d e p a r t m e n t ( o v e r 2 3 6 0 0 ) , a d e g r e e of 
b u r e a u c r a c y c r e e p s i n . 
5) I n d i v i d u a l s and g roups have d i f f e r e n t p e r c e p t i o n s o f t h e Gem 
organ i z a t i o n • 
6 ) Most members a r e r e t a i n e d i n Gem by n o t i o n s of h i g h j o b s e c u r i t y 
but i n d i v i d u a l s adopt d i f f e r e n t s t r a t e g i e s to a c h i e v e t h i s s e c u r i t y 
7) S h i p m a s t e r s haye a dominant i n f l u e n c e o v e r t h e G o c i a l c l i m a t e 
a b o a r d slU.p and o v e r the w o r k i n g s t y l e s of t h e i r o f r i c e r 3 , 
8) A t i g h t l y k n i t t r i a d of h i g h p e r f o r m i n g s e n i o r o f f i c e r s c a n 
o p e r a t e a s h i p a t maximum e f f i c i e n c y ; members o f t h e t r i a d can 
e n j o y a h i g h d e g r e e of j o b s a t i s f a c t i o n but t h e v e r y t i g h t n e s s 
of t h e t r i a d can c a u s e d i s s a t i s f a c t i o n among j u n i o r s who w i s h 
to p l a y an a c t i v e p a r t i n p l a n n i n g and d e c i s i o n - m a k i n g o To make 
the s h i p b o a r d s i t u a t i o n more t o l e r a b l e to j u n i o r s when a t i g h t , 
s e n i o r t r i a d e x i s t s , the work and l i f e a r e a s need t o be s e p a r a t e d 
f o r t o t a l s o c i a l i n t e r a c t i o n between a l l o f f i c e r s . 
9) A h i g h p e r f o r m i n g , p e r m a n e n t l y a p p o i n t e d group o f s e n i o r o f f i c e r s 
I d e n t i f y t h e m s e l v e s c l o s e l y w i t h t h e i r i m m e d i a t e o p e r a t i o n a l 
managers a s h o r e * The s h o r e managers come unde r p r e s s u r e from t h e 
s e n i o r s to p e r s u a d e t h e s e r v i c e d e p a r t m e n t s to r e l e a s e more 
d i r e c t c o n t r o l of c e r t a i n f u n c t i o n s to t h e s h i p b o a r d team. 
9) Any change programme w i t h i n t h i s company w i l l n e e d t o be b a s e d 
on ( 1 ) r e l a t i n g h i g h p e r f o r m a n c e t o Job s e c u r i t y ; and ( i i ) 
i n c r e a s i n g t h e j o b s a t i s f a c t i o n o f s e n i o r s by r e l e a s i n g more 
d i r e c t c o n t r o l to p e r m a n e n t l y a p p o i n t e d teams o f s e n i o r s e 
1 0 ) W h i l e any change programmes f o r t h e s e n i o r o f f i c e r s w i l l n e e d 
to come t l i r o u g h t h e i r o p e r a t i o n a l m a n a g e r s , c h a n g e s f o r j u n i o r s 
w i l l have to come th r o u g h the p e r s o n n e l d e p a r t m e n t . 
11) P o t e n t i a l o r g a n i z a t i o n a l c o n f l i c t between t h e o p e r a t i o n a l and 
s e r v i c e d e p a r t m e n t s i s b u i i t i n t o t h e s t r u c t u r e of Gem T a n k e r s , 
the p o s i t i o n b e i n g w o r s e n e d by t h e emergence of two s e p a r a t e 
s e a s t a f f s - s e n i o r s p e r m a n e n t l y a p p o i n t e d t o and i d e n t i f i e d 
wit l ^ t h e o p e r a t i o n a l managers o f s s u b f l e e t , and j u n i o r s moving 
from s h i p to s h i p a c r o s s s u b f l e e t b o u n d a r i e s , 
12) O r g a n i z a t i o n a l and r o l e c o n f l i c t - and p e r c e p t i o n s , by some 
o f f i c e r s o f money b e i n g w a s t e d on t h e wrong t h i n g s - i s t h e 
r e s u l t of t h e p e r s o n n e l d e p a r t m e n t h a v i n g c o m p l e t e c o n t r o l 
o v e r r e c r u i t m e n t and t r a i n i n g y e t l i t t l e c o n t r o l o v e r 
s h i p b o a r d w o r k i n g p r a c t i c e s . 
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O r g a n i z a t i o n a l c h a r a c t e r i s t i c s and m a n a g e r i a l s t y l e s i n Poiyche:n 
a r e somewhat d i f f e r e n t f r c n : t h o s e found i n Gem. The d i f f e r e n c e s a r e 
showr- i n the t a b l e of b u r e a u c r a t i c c h a r a c t e r i s t i c s e a i ' I i e r : ; i n 
respcp-^es by s h o r e s t a f f to t h e l o n g q u e s t i o n n a i r e ; and i n r e s p o n s e s 
by sea s t a f f to the s h o r t q u e s t i o n n a i r e . However, t h e d e s c r i p t i o n o f 
Polycheni may be more m e a n i n g f u l i f s h o r t s k e t c h e s were g i v e n of some 
of the people i n t h a t company. A g a i n , pseudonyms h a v e been u s e d . 
George W e s t e r l y ^ a s e n i o r manager. Aged a b o u t 4 5 ; 2t y e a r s e x p e r i e n c e 
a t s e a p l u s a f u r t h e r B y e a r s a s h o r e of v;hich t h e l a s t t h r e e have been 
i n Polychem. 
George welcomed the o p p o r t u n i t y to h e l p s t a r t P o l y c h e m and t o be i n 
a p o s i t i o n o f b e i n g a b l e to i n t r o d u c e o r g a n i z a t i o n a l a s p e c t s w h i c h he 
s e e s as improvements o v e r the t r a d i t i o n a l vi-ays of r u n n i n g s h i p s and 
s h i p p i n g c o m p a n i e s . I n p a r t i c u l a r he w a n t s t o i m p l e m e n t a f u l l y 
c o n s u l t a t i v e p r o c e s s t h r o u g h o u t the company both h o r i z o n t a l l y and 
v e r t i c a l l y ; he a c t i v e l y p u r s u e s t h i s g o a l by f r e e l y p a s s i n g on 
c o m m e r c i a l i n f o r m a t i o n to c o l l e a g u e s a s h o r e and a b o a r d s h i p , by 
i n v o l v i n g c o l l e a g u e s i n p l a n n i n g and d e c i s i o n - m a k i n g a c t i v i t i e s , and 
by e n c o u r a g i n g the u s e of C h r i s t i a n names t h r o u g h o u t t h e h e a d - o f f i c e 
and a b o ard s h i p , lie c r i e s to c r e a t e a c o r p o r a t e image o f Polychem a s 
a company v.'hich i s ' d i f f e r e n t * and, i n b e i n g d i f f e r e n t i s ' b e t t e r ' . 
But George s u f f e r s a h i g h d e g r e e o f r o l e c o n f l i c t and s t r e s s f r om two 
s o u r c e s , both of v/h i c h i n v o l v e o t h e r p e o p l e , ( i ) b e i n g h i g h l y f l e x i b l e 
i n h i s a p p r o a c h to o p e r a t i o n a l p roblems he n e e d s to h a v e a b o u t him 
p e o p l e who a r e e q u a l l y f l e x i b l e ; i n f a c t , a s Polychem i s s t i l l p a s s i n g 
t hrough i t s p i o n e e r i n g p h a s e , the whole e n t e r p r i s e n e e d s f l e x i b i l i t y 
i n a l l i t s members^ and ( i i ) h a v i n g moulded the o r g a n i s a t i o n on ' 
o r g a n i s m i c and n o n - a u t h o r i t a r i a n l i n e s , he does n o t know how to d e a l 
w i t h a h i g h a u t h o r i i : a r i a n who s l i p s t h r o u g h h i s s e l e c t i o n p r o c e s s and 
l a t e r c a u s e s d i s r u p t i o n by t r y i n g t o impose a u t o c r a t i c c o n t r o l o v e r 
h i s p a r t i c u l a r s u b o r d i n a t e s - George f e e l s t h a t t h e s a c k i n g o f s u c h 
a man i s not the s o l u t i o n ; h^- p r e f e r s to h a n d l e and d e v e l o p p e o p l e . 
George i s s e n s i t i v e to 'atmosphere' and s o c i a l c l i m a t e and b r o u g h t 
w i t h him, i n t o Polychem, a s e t of v a l u e s and a t t i t u d e s f a i r l y c l o s e l y 
matched to t h o s e h e l d by modern s h o r e s o c i e t y a t l a r g e . However, he 
had to r e c r u i t o f f i c e r s f r o n othei* c o m p a n i e s some of whom b r o u g h t w i t h 
them t r a d i t i o n a l s e a f a r i n g a t t i t u d e s from c o n v e n t i o n a l l y manned s h i p s 
and he i s s u f f i c i e n t l y s e n s i t i v e t o f e e l t h e m i s m a t c h between t h e s e 
t r a d i t i o n a l a t t i t u d e s and t h o s e he hoped t o i n s t i l t h r o u g h o u t t h e 
company. Jn B e c k h a r d ' s t e r m s , George i s " h u r t i n g " . 
Edv/ard F o w l e r , an o p e r a t i o n s manager. Aged a b o u t 45+; 30 y e a r s i n 
s h i p p i n g w i t h command e x p e r i e n c e a t s e a ; 2 y e a r s w i t h i n Polycherric 
E d ' s p e r s o n a l i t y f a i r l y c l o s e l y m a t c h e s t h a t of G e o r g e . I n common 
w i t h George - and, i n f a c t , i n common w i t h a l l t h e o t h e r Foiycher.i 
managers - Ed w a n t s to make Polychem ' d i f f e r e n t and b e t t e r ' ; he 
e n j o y s the p i o n e e r i n g p h a s e of the company, he a p p r o v e s of t h e 
a t t e m p t s to i n t r o d u c e a g r e a t e r c o n s u l t a t i v e p r o c e s s t h r o u g h o i ^ t the 
company but, u n l i k e G e o r g e , Ed i s n o t " h u r t i n g " f o r he c a r r i e s a 
s t r o n g a w a r e n e s s t h a t i n d i v i d u a l s a r e a l l d i f f e r e n t , one from t h e o t h e r 
Ed s e e s t h a t some of t h e Polychem p e o p l e a r e r e s p o n d i n g p o s i t i v e l y to 
the new o r g a n i z a t i o n a l s t y l e but t h a t o t h e r s a r e s i m p l y not matched 
t o the new Polychcm i d e a l s , Ed f e e l s t h a t t i m e w i l l be needed t o 
e s t a b l i s h a Polychem c u l t u r e t h r o u g h o u t t h e s e a and s h o r e s t a f f and 
t h a t d u r i n g t h e s e e a r l y d a y s p r o b l e m s a r e bound to a r i s e . 
i n 
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Roger Ke1 l a n d ^ a t e c h n i c a l manager. Aged a b o u t 4 5 ; 24 y e a r s 
s h i p p i n g of w h i c l i M yea'rs at. s e a and 2 y e a r s w i t h i n Polychem, 
I n common w i t h a l l the o t h e r m a n a g e r s , Roger b r o u g h t w i t h him i n t o 
Tolychem, i d e a s on d e s i r a b l e improvements f o r s h i p o p e r a t i o n s . 
H aving e x p e r i e n c e d f a i r l y s t r i c t d e p a r t m e n t a l d i v i s i o n s i n h i s 
p r e v i o u s company, he welcomes t h e e x p e r i e n c e o f w o r k i n g w i t h i n a 
raultidisciplinary team i n Polychem. iie a p p r o v e s o f the a t t e m p t s 
to make f'olychem " d i f f e r e n t and b e t t e r " and s e e s t h e p r e s e n t f l u i d 
s t a t e of t h e company's manning s y s t e m s as a good o p p o r t u n i t y t o 
b r i n g deck and e n g i n e e r o f f i c e r s c l o s e r t o g e t h e r on c e r t a i n t a c k s 
e.g. to i n v o l v e e n g i n e e r o f f i c e r s i n c a r g o - h a n d l i n g . H a v i n g z 
t e c h n i c a l b a c k g r o u n d h i m s e l f , and n e e d i n g t e c h n i c a l l y c o m p e t e n t ;\ien 
a b o ard the s h i p s , Roger w a n t s to i n v o l v e d e c k o f f i c e r s i n m e c h a n i c a l 
j o b s e.g. cargo-pump o v e r h a u l s . 
Roger i s h i g h l y aware of t h e c o s t s of r e p a i r s and, more i m p o r t a n t l y , 
of the t o t a l c o s t s i n v o l v e d when a s h i p i s d e l a y e d t h r o u g h m e c h a n i c a l 
f a i l u r e . W h i l e George and Hdward a t t a c h most w e i g h t to a c h i e v i n g 
s h i p e f f i c i e n c y t h r o u g h good human r e l a t i o n s , R o ger a t t a c l i e s most 
w e i g h t to a c h i e v i n g the same s h i p e f f i c i e n c y t h r o u g h h i g h t e c h n i c a l 
competence i n i n d i v i d u a l s . Quote '*Xt would make my j o b much e a s i e r 
i f e v e r y o n e on board were more t e c l m i c y l l y o r i e n t e d ' * . 
S^cevcn G i l l , 3_C££^2Il^*^L_"^iL"^*S^C' Aged a b o u t 15 + y e a r s i n 
s h i p p i n g , some of w h i c h a t s e a and 2 y e a r s w i t h i n Poj.ychciT-... 
S t e v e was a t t r a c t e d t o Polycheni by t h e i d e a of bein;? i n a p o s i t i o n 
to be a b l e t o h e l p make the company ' ' d i f f e r e n t and b e t t e r " f o r . .in 
common w i t h the o t h e r m a n a g e r s , S t e v e had e x p e r i e n c e d r i g i d i t y and 
c o n s t r a i n t s w i t h i n h i s p r e v i o u s company. U n l i k e M i c h a e l N i c h o l s o n 
( a s e n i o r p e r s o n n e l manager i n Gem), S t e v e i s a f u l l member o f • 
the o p e r a t i o n a l team and p a r t i c i p a t e s d i r e c t l y i n i n t r o d u c i n g new 
w o r k i n g p r a c t i c e s a b o a r d s h i p . S t e v e b r o u g h t w i t h him, i n t o P o l y c h e m , 
f a i r l y s t r o n g i d e a s on what a r e the most d e s i r a b l e i m p r o v e m e n t s - t o 
make w i t h i n the t o t a l s o c i a l s y s t e m and, w h i l e t h e r e i s a h i g h d e g r e e 
of a l l i g n m e n t between h i s and G e o r g e ' s viev/y, t h e r e a r e a l s o some 
m i s m a t c h e s . W h i l e George s i m p l y ='fecl3'* t h a t c e r t a i n a c t i v i t i e s a r e 
r i g h t or wrong, S t e v e p r e f e r s to a p p l y w e l l d e v e l o p e d p e r s o n n e l 
management t e c h n i c j u c s to measure what i s r i g h t o r wrong. 
S t e v e may be e x p e r i e n c i n g a c t u a l or p o t e n t i a l r o l e c o n f l i c t c a u s e d 
by the p e r s o n a l i t i e s imbedded v / i t h i n t h e p r e s e n t o r g a n i z a t i o n a l 
s t r u c t u r e . G e o r g e , t h e s e n i o r manager, i s c o n v i n c e d t h a t t h e b i g g e s t 
t h r e a t to t h e c o n t i n u e d s u r v i v a l of Polyohem may come from i t s 
i n a b i l i t y t o r e c r u i t and r e t a i n s u f f i c i e n t p e o p l e o f t h e r i g h t c a l i b r e 
t o man i t s s h i p s w h i l e ' S t e v e , a p e r s o n n e l manager, b e l i e v e s t h a t 
t h e s u r v i v a l of Poiychem i s more t h r e a t e n e d by f l u c t u a t i o n s i n t h e 
w o r l d ' s c h e m i c a l t r a d e and by m a n a g e r i a l i n a b i l i t y t o c o n t r o l c o s t s . 
George pays g r e a t a t t e n t i o n to v a r i a t i o n s i n t h e s o c i a l s y s t e m w h i c h 
S t e v e may e x p e r i e n c e a s ain^ost c o n s t a n t s u p e r v i s i o n of h i s p e r s o n n e l 
d u t i e s ; S t e v e a l s o f e e l s t h a t Ed F o w l e r i s h i g h l y i n t e r e s t e d i n 
p e r s o n n e l m a t t e r s s o f a r a s they a f f e c t t h e o p e r a t i o n a l e f f i c i e n c y 
of the s h i p s . 
J i m Lee ^ a c a r g o ..manager. Aged about 30; 7 y e a r s a t s e a ; 4 y e a r s i n 
s h o r e i n d u s t r i e s b e f o r e j o i n i n g P c l y c h e n i 2 y e a r s ago. 
J i m s e e k s s e c u r i t y ; h i s e a r l i e r employment was w i t h i n l a r g e , s e c u r e 
e n t e r p r i s e s and he l i k e s t h e knowledge t h a t P o l y c h e m i s f i n a n c e d by 
two l a r g e , and a p p a r e n t l y s e c u r e , c o m p a n i e s . He j o i n e d Polychem " i n 
o r d e r t o g e t i n on the ground f l o o r and to c o n t r i b u t e t o the company's 
s u c c e s s . The more i t s u c c e e d s and g r o w s , t h e more s e c u r e my j o b - and 
t h a t ' s what I want". L i k e R o g e r , J i m i s v e r y c o n s c i o u s o f the n e e d to 
c o n t r o l c o s t s and make a p r o f i t - he b e l i e v e s p e o p l e j o i n P o l y c h e m f o r 
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econom i c r e a s o n s and to a v o i d r e d u n d a n c y and, b e c a u s e o f t h i s , t h e 
company w i l l a l w a y s be a b l e to g e t s u f f i c i e n t p e o p l e . Quote " 1 w i s h 
t h e t h r e a t ( t o the s u r v i v a l of Polychem) l a y i n t h e t e c h n o l o g y f o r 
we c o u l d cope w i t h t h a t - but t h e r e a l t h r e a t w i l l come i f we a r e 
u n a b l e to make s u f f i c i e n t p r o f i t . We won't e v e r be t h r e a t e n e d by 
i n a b i l i t y t o g e t and keep s u f f i c i e n t p e o p i e " o 
J i m shov/3 many s i g n s of an a u t h o r i t a r i a n p e r s o n ^ J l i t y and^ aii a r e s u l t „ 
e x p e r i e n c e s some c o n f l i c t w i t h i n t h i s h i g h l y o r g a n i s m i c company. 
Quote " S u p e r i n t e n d e n t s a r e both c o l l e a g u e s and p o l i c e m e n ; we i n t h e 
o f f i c e t r y to c o l l a b o r a t e w i t h t h e men i n the s h i p s b u t we have t o 
i s s u e c e r t a i n i n s t r u c t i o n s and c h e c k up on them I don't "know 
why a l l the f u s s a b o u t g i v i n g t h e M a s t e r i n f o r m a t i o n on c o s t s * I n t h e 
p a s t t h e M a s t e r b a s n e t kriown a b o u t c o s t s and b u d g e t s but h a s managed 
to s a i l the s h i p - so why does he n e e d to know c o s t s nov/? I J : t h e M a s t e r 
b i g enough i n s t a t u r e t o u n d e r s t a n d c o s t s and management methods ? But 
I'm not s u g g e s t i n g t h e r e i s any e v i d e n c e to s u g g e s t t h e y a r e i n a d e q u a t e 
- t h e y ' r e j u s t a b o u t r i g h t f o r t h e j o b " . 
D a v i d M i l e s , an a s s i s t a n t manager. Aged about 3 5 ; 17 y e a r s i n s h i p p i n g 
a l l a s l i o r e ; 2+ y e a r s i n Polychem. 
Having e x p e r i e n c e d g r e a t r i g i d i t y and many c o n s t r a i n t s o v e r many 
y e a r s w i t h i n a l a r g e , o l d s h i p p i n g company, D a v i d w e l c o m e s t l i e 
g r e a t e r f l e x i b i l i t y and c h a l l e n g e w i t h i n P o l y c h e m ; he i s v e r y 
e n t h u s i a s t i c about w o r k i n g w i t h i n a m u l t i d i s c i p l i n a r y team. Quote 
" I was down a pumproom w i t h Roger h e l p i n g him and some o f the 
e n g i n e e r s to f i t a pump, and th e n wc a l l went a s h o r e t o g e t h e r l a t e r . 
Y o u ' l l even f i n d George j o i n i n g t h e s e a s t a f f a s h o r e f o r a meal i n 
p o r t . . . T h i s i s what Polychcm i s a l l a b o u t , we're b u i l d i n g one 
o r g a n i z a t i o n w i t h t h e sea and s h o r e s t a f f " 
D a v i d s e e s the l a c k of p r o f i t s a s t h e o n l y t h i n g w h i c h c o u l d t h r e a t e n 
t h e s u r v i v a l o f Polycham ^nd he a t t a c h e s g r e a t w e i g h t t o making e v e r y -
one c o s t c o n s c i o u s - but i n t h e l o n g t e r m . He i s b o t h e r e d when, i n I i i s 
v i e w , money i s s p e n t on some s h o r t - t e r m s o l u t i o n t o a problem i . e ^ on 
buy i n g the c h e a p e s t i t e m a t the time i n s t e a d of p a y i n g a h i g h e r p r i c e 
f o r s omething t h a t w i l l l a s t l o n g e r . 
Polychem s h o r e _ s t a f f . 
I f t he s k e t c h e s have been drawn c o r r e c t l y , t h e r e a d e r s h o u l d be a b l e 
to s e e e group of p i o n e e r s among the m a j o r i t y of wliom i s a common i d e a 
of v/anting t o make Polychem " d i f f e r e n t and b e t t e r " . E a c h member, 
however, h a s d i v e r g i n g v i e w s on what i s meant by " d i f f e r e n t and b e t t e r " 
and on hov/ b e s t ( a n d a t what s p e e d ) t o a c h i e v e t h i s d e s i r a b l e s t a t e 
of a f f a i r s . 
We see some members p l a c i n g good human r e l a t i o n s and p a r t i c i p a t i v e 
r e l a t i o n s h i p s above a l l e l s e ; o t h e r s p l a c i n g r e a l l o c a t i o n of s h i p b o a r d 
t a s k s i n f i r s t p r i o r i t y ; and o t h e r s f e e l i n g t h a t a l l members must 
become more c o s t c o n s c i o u s i f Polych e m i s to s u r v i v e ^ 
W h a t e v e r t h e i r p a r t i c u l a r p l a n s f o r im p r o v e m e n t s ^ we s e e a d e g r e e of 
u r g e n c y to make t h e c h a n g e s q u i c k l y and t h e s e d i f f e r e n t n o t i o n s on t h e 
speed o f change^ p l u s some p e r s o n a l i t y m i s m a t c h e s , c a u s e some p e o p l e 
to e x p e r i e n c e " h u r t " or c o n f l i c t . 
Not m entioned i n the s k e t c h e s ( b e c a u s e i t a p p l i e s to o i l ) i s t h e a w a r e -
n e s s i n e a c h manager of a h i g h l e v e l o f i n t e r d e p e n d e n c e between t h e 
s h o r e and s e a s t a f f s . A l l a r c i n a v e r y new, p i o n e e r i n g company and 
a l l r e c o g n i s e t h a t "we a l l s i n k or swim t o g e t h e r " . 
Most i m p o r t a n t of a l l - f o r t h i s h a s a b e a r i n g on what I s to f o l l o v ^ ~ 
i s t h a t the key managers i n Polych e m b e l i e v e t h a t t h e y c a n and do a t t r a c t 
r e c r u i t s on the grounds t h a t j o b s w i t h i n Polychem. a r e more c h a l l e n g i n g , 
more p a r t i c i p a t i v e and d i f f e r e n t ; and, a s i s w e l l known, t h e means o f 
r e c r u i t i n g p e o p l e must be matched to t h e means o f c o n t r o l l i n g p e o p l e 
once t h e y have j o i n e d . 
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P a u l J oil n s o n , __ h\as t e r . Aged about 35 + ; 20 y e a r s a t s e a a l l w i t h i n an 
o i l company but f o r t h e l a s t 2 y e a r s w i t h i n Polychem; a v e r y h i g h 
WEPS s c o r e of 4 1 . 
P a u l sliows a l l the s i g n s o f a v e r y h i g h a u t h o r i t a r i a n p e r s o n a l i t y ( i n 
f a c t he was t h e h i g h e s t a u t h o r i t a r i a n e n c o u n t e r e d d u r i n g t h i s programme) 
Quote " I t i e d t o b r e a k r i g i d s a l o o n s e a t i n g and u s e C h r i s t i a n names 
but t h e y ( t h e o f f i c e r s ) d on't l i k e i t - t h e y p r e f e r to knew t h e i i - p l a c e " 
, . . "The young want t o know where they s t a n d ; t h e y n e e d to knovv 
t h a t I^m up h e r e and t h e y * r e down t h e r e " o . • "Some of t h e s e p e o p l e 
t h i n k t h a t the Polychem d e m o c r a t i c a p p r o a c h i s a c a r t e - b i a n c h e to do 
what the y l i k e y e t t h e g r e a t e s t need on t h e s e s h i p s i s s e I f - d i c e i p i i n e , 
I f an o f f i c e r does s o m e t h i n g wrong or m i s b e h a v e s , e s p e c i a l l y i n t h e 
b a r , i t ' s no good i f I d e a l w i t h i t b e c a u s e t h e b a r i s s u p p o s e d to 
be an o f f - d u t y a r e a r u n by a c o m m i t t e e , I t * s b e s t i f Company 
d i s c i p l i n e i s u s e d throughout^ then t h e y ( t h e o f f i c e r s ) w i l l reir.ember 
v/hat the company w a n t s both on and o f f d u t y " . 
P a u l had j o i n e d Polychem to g a i n r a p i d p r o m o t i o n to command. 
Promotion to M a s t e r i s a m a j o r s t e p f o r any o f f i c c r ^ e v e n w i t h i n a 
company and w i t h p e o p l e w i t h whom he h a s s e r v e d f o r y e a r s . P r o m o t i o n 
to f i r s t command w i t h i n a b r a n d new company w i t h a g r o u p o f p e o p l e 
not y e t a b s o r b e d i n t o a common c u l t u r e - and e s p e c i a l l y w i t h i n a 
company w h i c h i s u r g e n t l y t r y i n g to be " d i f f e r e n t and b e t t e r " - rnay 
be too b i g a s t e p f o r any man. 
P a u l i s e x p e r i e n c i n g g r e a t e r r o l e s t r e s s and c o n f l i c t t h a n any o t h e r 
man e n c o u n t e r e d i n the programme. B e c a u s e of h i s a u t h o r i t a r i a n 
p e r s o n a l i t y he i s d e s p e r a t e l y t r y i n g to c o n f o r m to a i l t h e w i s h e s 
of h i s s u p e r i o r s a s h o r e ( i . e . to d e v e l o p p a r t i c i p a t i v e i n v o l v e m e n t 
by a i l and to do a i l he can to d e v e l o p good human r e l a t i o n s ) y e t 
t h i s same a u t h o r i t a r i a n i s m c a s t s him i n t o a s e l f - p e r c e i v e d r o l e a s 
p o l i c e m a n h a v i n g to e n f o r c e o b e d i e n c e among h i s s u b o r d i n a t e s . The 
o n l y t y p e of a u t h o r i t y he can e x e r c i s e i s t h e d i s c i p l i n a r y s y s t e m 
b r o u g h t from h i s p r e v i o u s company i . e . he r e l i e s h e a v i l y on t r a d i t i o n a l 
meti'.ods o f i m p o s i n g a u t h o r i t y and d i s c i p l i n e and y e t t l ; i s c o n f l i c t s , 
t o t a l l y , with^£?£tractive image of Polychem t h a t i t i s " d i f f e r e n t and 
b e t t e r " . 
P a u l s u f f e r s s t r e s s i n t h e Master/Management Committee r o l e c o p . f l i c t . 
He knows t h a t h i s s u p e r i o r s want him to i n v o l v e a s many o f f i c e r s a s 
p o s s i b l e i n p l a n n i n g and d e c i s i o n - m a k i n g y e t t h i s c o n f l i c t s w i t h h i s 
n o t i o n s of t h e t r a d i t i o n a l r o l e and a u t l i o r i t y o f t h e ftlaster, lie c o p e s 
w i t h t h i s p a r t i c u l a r c o n f l i c t by h a v i n g p r i v a t e , p r e - m e e t i n g d i s c u s s i o n s 
w i t h the s e n i o r o f f i c e r s i n o r d e r to sound o u t o p i n i o n and to e n s u r e 
t h a t the Committee m i n u t e s ( w h i c h he knows a r e e x amined by i i i s 
s u p e r i o r s a s h o r e ) r e f l e c t h i s sound p l a n n i n g and j u d g e m e n t s . 
P a u l does n o t s e p a r a t e t h e work from the l i f e a r e a s r.board t h i s s h i p . 
He i n s i s t s on u n i f o r m s b e i n g worn i n t-he d i n i n g s a l o o n and l o u n g e 
w i t h t h e r e s u l t t h a t s y m b o l s o f r a n k a r e c l e a r l y v i s i b l e w i t h i n t h e 
o f f - d u t y a r e a . N e i t h e r he n o r the c h i e f e n g i n e e r u s e t h e bar v e r y 
o f t e n , 
P a u l ' s t a s k group i s composed of t h e deck o f f i c e r s a s n a v i g a t o r s but 
he has no s e n t i e n t group; P a u l i s e x t r e m e l y i s o l a t e d on b o a r d and i s 
p e r c e i v e d a s v e r y d i s t a n t from the r e s t of t h e o f f i c e r g r o u p . A n o t h e r 
f a c t o r c a u s i n g s e p a r a t i o n from t h e r e m a i n d e r i s t h a t P a u l i s t!\e o n l y 
e x - t a n k e r man on b o a r d ; t h e r e m a i n d e r a r e e x - l i n e r men. As m e n t i o n e d 
i n the s e c t i o n of t h i s r e p o r t d e a l i n g w i t h t h e t e c h n i c a l s y s t e m , t h e s e 
Poiychem s h i p s b e a r many of t h e o p e r a t i o n a l c h a r a c t e r i s t i c s o f l i n e r s 
and P a u l ' s v i e w s on how t h e s h i p s h o u l d be r u n and managed c o n f l i c t 
v/ith t h e v i e w s of h i s o f f i c e r s n^ n_d w i t h the demands of t h e t e c h n o l o g y . 
Quote " P o l y c h c m s h o u l d have t w i c e a s many s u p e r i n t e n d e n t s a s t h e y do 
have and e v e r y one s h o u l d have a t l e a s t 15 y e a r s ' t a n k e r e x p e r i e n c e 
i n o r d e r t o weed out the m i s f i t s and t r o u b l e m a k e r s . We s h o u l d have 
k e p t g o i n g a l o n g t r a d i t i o n a l l i n e s f o r two o r t h r e e y e a r s and t h e n 
have changed", 
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E n g i n e e r . Aged about 50; 2 7 y e a r s a t s e a of v;hich 
2 y e a r s w i t h i n Polychem; a ver y h i g h WEPS s c o r e of 4 4 „ 
Sam s e e k s s e c u r i t y and y e t , a s a r e s u l t of t a k e o v e r s and m e r g e r s ^ 
he f e e l s t h a t he has been pushed around a l o t d u r i n g h i s c a r e e r a t 
s e a ; i n f a c t , Sam j o i n e d Poiyciiem b e c a u s e h i s l a s t company had 
made him r e d u n d a n t . Quote " P e n s i o n and l e a v e a r e t h e most j i u p o r t a n t 
t h i n g s to me but the o n l y t h i n g t h a t r e a l l y c o u n t s i s t i i a t t h e 
i n d i v i d u a l s h i p must make money. You s e e , I ' v e had f o u r s h o c k s i n 
my l i f e b y b e i n g t a k e n over by o t h e r c o m p a n i e s and e a c h t i m e I * v e 
l o s t . You car. s e e , now, wliy I'm so c o n c e r n e d a b o u t P o l y c h c i n and 
t h i s s h i p making money - I don't want t o f i n d m y s e l f out a g a i n , 
e s p e c i a l l y a t my age. T h a t ' s a l l 1 w o r r y a b o u t - t h a t t h i s company 
makes a s u c c e s s of i t i n the c o m m e r c i a l s e n s e , . . Polych e m h a s 
l o t s of good i d e a s but t h e r e ' s o n l y one r i g h t i d e a - t o make money" 
P r i o r t o j o i n i n g Polychem, a l l of Sam's e x p e r i e n c e h a s been 
w i t h i n t r a d i t i o n a l , b u r e a u c r a t i c l i n e r c o m p a n i e s and he s e e s r u l e 
o b e d i e n c e as a n e c e s s a r y p a r t of c o m m e r c i a l s u c c e s s i n s h i p p i n g . 
Quote " f v i y f i r s t l o y a l t y must be t o m y s e l f and then t o my s e n i o r o 
You'd know what I mean i f you'd been t a k e n o v e r a s much a s I ' v e 
been. \<\it a s s e n i o r s we must g u i d e the l o y a l t y of t h e j u n i o r s i n 
the r i g h t way, t h a t i s to PolyciMirrt - and i t d o e s n ' t m a t t e r i f 
the j u n i o r s don't knov/ a l l the c o s t s of r u n n i n g the s l i i p " . 
So f a r a s Sam c o n c e r n e d , a u t h o r i t y i s l e g i t i m a t e i f he f e e l s 
t h a t i t c o n t r i b u t e ? ; to the c o m m e r c i a l s u c c e s s of the company; t h a t 
i s , he obeys - and he s e e s i t i s h J s duty to make s u b o r d i n a t e s 
obey - a l l r u l e s , o r d e r s and I n s t r u c t i o n s w h i c h , i n h i s p e r c e p t i o n p 
a r e r e l a t e d t o c o m m e r c i a l s u c c e s s . 
Sam does n o t s e p a r a t e the work and l i f e a r e a s ; he d o e s n o t u s e the 
b?.r v e r y o f t e n but when he does he c h a t s a b o u t t h e s h i p and 
m a c h i n e r y w i t h the e n g i n e e r o f f i c e r s . He f e e l s t h a t t h i s i s h i s 
b e s t o p p o r t u n i t y f o r f i n d i n g out more a b o u t the e n g i n e e r s and what 
i s b o t h e r i n g them. 
Sam e x p e r i e n c e s some c o n f l i c t i n h i s d e a l i n g w i t h o t i i e r s and, i n 
p a r t i c u l a r , i n l i i s d e a l i n g s w i t h Haul J o h n s o n , t h e M a s t e r . Sim 
wants t o i m p o r t i n t o Polychem a l l t h a t he b e l i e v e s t o have been 
good and e f f e c t i v e i n h i s p r e v i o u s c o m p a n i e s . But he f i n d s t h a t 
he c a n n o t i n t r o d u c e a l l the p r a c t i c e s he would l i k e f o r P a u l - an 
e x - t a n l c e r man-does n o t u n d e r s t a n d him and, i n any c a s e , Polychem 
wants c e r t a i n t h i n g s done i n a nev; way* 
Sam s e e s h i s t a s k group a s bcin:^ composed of h i m s e l f and t h e two 
most s e n i o r e n g i n e e r s . Whenever t h e s h i p i s i n a U.Kc p o r t , he 
s e e s t h a t h i s t a s k group expands to i n c l u d e the company's 
t e c h n i c a l s u p e r i n t e n d e n t . Sam's s e n t i e n t group i s co.^poscd of 
the same s e n i o r e n g i n e e r i n g p e o p l e . 
C o l i n P a s c o e . a j u n i o r e n g i n e e r o f f i c e r . Aged 2 5 + ; 3 y e a r s a t s e a , 
y e a r s of w h i c i i i n Polychem; a WEPS s c o r e s l i g h t l y below a v e r a g e 
a t 2 5 c 
Beyond a l l e l s e , C o l i n w a n t s a c h a l l e n g i n g j o b w h i c h demands t h e 
e x e r c i s e of h i s s k i l l s and d i s c r e t i o n a r y j u d g e m e n t ; he f e e l s t h a t 
he i s o v e r - c o n t r o l l e d and s u p e r v i s e d . Quote "The C h i e f i s a l w a y s 
c h e c k i n g up on me; so i s t h e Second ~ maybe they d o n ' t l i k e my 
q u a l i f i c a t i o n s ( C o l i n i s , i n f a c t , more h i g h l y q u a l i f i e d t h a n 
anyone e l s e on b o a r d ) ; they c e r t a i n l y d o n ' t u s e what I c a n do and 
know a b o u t . I'here i s v e r y l i t t l e e n c o u r a g e m e n t from t h e t o p " . 
C o l i n i s more b o t h e r e d by t h e peo p l e above him t h a n a b o u t 
a n y t l i i n g e l s e . Quote" The top f o u r i n t h i s s h i p don't g e t on 
t o g e t h e r . I ' d make s u r e t h a t t h e top men were p s y c h o a n a l y s e d and 
were a l l o w e d t o s e l e c t e a c h o t h e r f o r we must have c o m p a t i b l e 
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p e r s o n a l i t i e s among t h e s e n i o r s i f we're g o i n g t o g e t a n y w h e r e . 
One of t h e t r o u b l e s , of c o u r s e , i s t h a t t h e O l d Man t r i e s t o 
b r i n g i n t o Polychem a l l h i s o l d i d e a s from h i s l a s t company". 
C o l i n w a n t s t o s e p a r a t e ttie l i f e and work a r e a s but f e e l s t h a t 
he i s p r e v e n t e d from d o i n g zo by t h e M a s t e r , Quote "The Old Man 
w a n t s u n i f o r m the whole time and he h a s l a i d down the law t h a t 
we have t o v;ear u n i f o r m i n the b a r . We a g r e e w i t h u n i f o r m i n the 
s a l o o n ( d i n i n g room) b u t we a r e a J l up i n arms a b o u t uniform.s i n 
the b a r . But t h e r e ' s no s h i f t i n g him - i t h a s to be u n i f o r m i n 
the b a r , i n c l u d i n g e p a u l e t t e s " 
C o l i n e x p e r i e n c e s a g r e a t d e a l of c o n f l i c t i n two a r e a s : 
( 1 ) between what he knows he can do on t h e j o b and what he i s 
p e r m i t t e d t o do; and 
( i i ) between what he e x p e c t e d to f i n d i n Polyche m and t h e r e a l i t y 
of Poiychem, Quote " I was a t t r a c t e d by t h e p i o n e e r i n g s p i r i t 
of Polychem but i t ' s c o m p l e t e l y l a c k i n g ; i t i s t o do w i t h t h e 
wrong p e r s o n a l i t i e s i n t'ue company. 
C o l i n i s b o t h e r e d by t h e r e a l i t y of Polyche m n o t m e e t i n g h i s 
e x p e c t a t i o n s Quote "Something happened w h i c h was v e r y p r i v a t e a n d , 
i n s t e a d of w r i t i n g a p e r s o n a l l e t t e r d i r e c t l y to me t h e y ( h e a d 
o f f i c e ) s e n t i t to the Old Man. You v/ould have t h o u g h t t h a t i n 
a company t h a t p r e a c h e s good human r e l a t i o n s , t h e y w o u l d i i a v e g o t 
o v e r the o l d - f a s h i o n e d nonuense of s e n d i n g a l l l e t t e r s v i a t h e 
Ma G t e r " , 
C o l i n * s t a s k group c o n s i s t s of a l l t h e e n g i n e e r o f f i c e r s , g e t s 
on w e l l w i t h t h e j u n i o r o f f i c e r s on a s o c i a l p l a n e ; b u t h i s 
s e n t i e n t group i s n o t i n the s h i p . H i s p a s t t r a i n i n g and h i g h 
q u a l i f i c a t i o n s make him f e e l t h a t he b e l o n g s to t h e l a r g e body 
of c h a r t e r e d e n g i n e e r s . 
C o l i n i s f r u s t r a t e d a t n o t be i n g a b l e to c o n t r i b u t e a l l he t h i n k s 
he c a n . Quote "The t r o u b l e w i t h Poiychem i s t h a t i t a t t a c h e s most 
i m p o r t a n c e to t r y i n g to make t h e com.pany d i f f e r e n t f rom any o t h e r 
company. They seem to f o r g e t t h a t t h e r e a r c some good i d e a s i n 
o t h e r companies - Polychem d o e s n ' t know e v e r y t h i n g . When we go on 
the i n d u c t i o n c o u r s e we a r e t o l d to f o r g e t o u r l a s t c o m p a n i e s and 
n e v e r t o mention them. Okay, I can s e e what t h e y ' r e t r y i n g t o do ~ 
but they f o r g e t t h a t some o f u s migh t have q u i t e l i k e d our l a s t 
c o m p a n i e s and t h a t we might have l e a r n e d t h i n g s t h a t c o u l d be 
u s e f u l t o PolychemV 
Gordon Kennedy, a j u n i o r deck o f f i c e r . Aged 27; m a r r i e d ; 10 y e a r s 
a t s e a of w i i i c h . l J ^ y e a r s i n Polychem. A v e r y low WiiPS s c o r e of 10. 
Above a i l e l s e , Gordon i s e x t r e m e l y unhappy i n P o i y c h e m . Quote " I 
am r e a l l y v e r y unhappy h e r e ; Polychem i s no d i f f e r e n t from, any 
o t h e r company. I w a s a t t r a c t e d to Polychem by a l l t h e i r new i d e a s 
and I thought th e y would put a i l t h e s e t h i n g s i n t o a c t i o n - but 
my b i g g e s t d i s a p p o i n t m e n t i s i n t h e s t a n d a r d of p e o p l e t h e y ' v e 
got i n the s h i p s " . 
Quote " I j u s t f e e l d i s p i r i t e d - t h e r e ' s no s p a r k l e i n the s h i p o r 
j o b . I came h e r e e x p e c t i n g t h i n g s t o be d i f f e r e n t and they w e r e n ' t . 
I t h o u g h t t h e y ' d put i n t o p r a c t i c e t h e i d e a s t h e y t a l k a b o u t - t h e 
s o r t of t h i n g s we a l l t h i n k about i n o t h e r c o m p a h i e s - and now I 
f i n d t h e r e ' s no d i f f e r e n c e " . 
From a l l t h i s , i t can be seen t h a t Gordon s u f f e r s e x t r e m e s t r e s s 
a r i s i n g from h i s e x p e c t a t i o n s n o t m e e t i n g r e a l i t y . I n common w i t h 
the o t h e r s on b o a r d , he does n o t s e p a r a t e t h e work and l i f e a r e a s . 
Gordon*s .task group i s composed of t h e M a s t e r a n d ; o t h e r deck o f f i c e r s 
and t h i s m a t c h e s h i s s e n t i e n t g r o u p . However, he " e x p e r i e n c e s f u r t h e r 
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mismatch betv.'cen r e a l i t y and h i s e x p e c t a t i o n s of b e i n g a b l e to 
p a r t i c i p a t e i n the p l a n n i n g and d e c i s i o n - m a k i n g p r o c e s s e s . 
Quote "The management m e e t i n g s h e r e a r e a f a r c e . The Old Man 
goes around w i t h a notebook b e f o r e h a n d and s e e s the Mate, th e 
C h i e f and the Second - s o by t h e t i m e t h e m e e t i n g comes up, 
e v e r y t h i n g i s f i x e d . Thertl s no d i s c u s s i o n a t t h e m e e t i n g s - j u s t 
b i t s and p i e c e s t a c k e d t o g e t h e r l o form m i n u t e s to s a t i s f y t h e 
company ( i . e . h e a d - o f f i C c s t a f f ) ' ' . 
( N o t e : W i t h i n a few weeks o f t h e s e o b s e r v a t i o n s and i n t e r v i e w s , 
Gordon r e s i g r t c d from P o l y c h e m ) . 
" J.OAN" 
The .'sketches show an e x t r e m e l y unhappy g r o u p of p e o p l e w i t h !\igh 
l e v e l s of p e r s o n a l and i n t e r - p e r s o n a l c o n f l i c t and t e n s i o n . I n f a c t , 
a t the end of t h i s v o y a g e , out of e l e v e n o f f i c e r s ( e x c l u d i n g t h e 
M a s t e r ) , t h r e e r e s i g n e d from Poiychem. 
A t the top we s e e a M a s t e r who i s v e r y u n s u r e o f h i m s e l f and who 
has f a l l e n back on t r a d i t i o n a l methods of c o n t r o l . We see a C h i e f 
E n g i n e e r i n s e a r c h o f j o b s e c u r i t y and who p u t s t h e c o m m e r c i a l 
s u c c e s s of Polychem above a l l e l s e . We s e e c o n f l i c t between t h e 
t a n k e r i d e a s of t h e M a s t e r and the l i n e r i d e a s of t h e C h i e f 
E n g i n e e r . We see both ii.-jposing Upon t h e i r s u b o r d i n a t e s ) forms of 
c o n t r o l and s u p e r v i s i o n q u i t e c o n t r a r y t o the a d v e r t i s e d i d e a l s 
of Po1yci 1 em. 
Owing to the Master*G i n s i s t e n c e on o f f i c e r s w e a r i n g f u l l u n i f o r m 
i n p u b l i c rooms, t h e r e i s t o t a l p e n e t r a t i o n o f r a n k s i n t o t h e 
o f f - d u t y a r e a and no s e p a r a t i o n of the v.ork and l i f e a r e a s . 
We s e e j u n i o r s f e e l i n g t h a t t h e i r t a l e n t s a r e n o t f u l l y ' j t i l i s e d 
and t h a t t h e i r d e s i r e r . f o r p a r t i c i p a t i o n a r e b e i n g f r ^ j s t r a t e d by 
the M a s t e r ' s h a b i t o f h a v i n g p r i v a t e , p r e - m e e t i n g c h a t s w i t h the 
s e n i o r o f f i c e r s . I n p a r t i c u l a r j we n o t e t h a t t h e M a s t e r and S e n i o r s 
p e r c e i v e the management c o m m i t t e e m e e t i n g s and m i n u t e s a s a 
mechanism whereby h e a d - o f f i c e s t a f f c h e c k up on s e a s t a f f . 
We s e e t h a t a l m o s t the whole s e t of b e l ^ . a v i o u r a l p a t t e r n s i n t h i s 
s h i p a r e i n s h a r p c o n f l i c t w i t h the p l a n s and i d e a l s h e l d by 
George W e s t e r l y and lild K o w l e r . 
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L e s l i e G r i f f i n ^ Ma s t c r . Aged about 4 5 ; n e a r l y 30 y e a r s a t s e a of 
w h i c h Tl^ y e a r s i n Polychem. 
I t may be i m p o r t a n t to note L e s l i e ' s b a c k g r o u n d . A l l h i s s e a g o i n g 
e x p e r i e n c e had been w i t h i n a l a r g e p a s s e n g e r and c a r g o - l i n e r g r o u p : 
he had had many y e a r s ' e x p e r i e n c e i n h a n d l i n g l a r g e numbers of 
o f f i c e r s and r a t i n g s i n p a s s e n g e r s h i p s ; and b e f o r e j o i n i n g Polychem 
he had had n e a r l y ten y e a r s * e x p e r i e n c e a s M a s t e r . 
Alt.hough he, h i m s e l f ^ had n o t been d e c l a r e d r e d u n d a n t , L e s l i e f e l t 
t h a t the s c r a p p i n g of t h e p a s s e n g e r s h i p s and the repiacetr:en t o f 
c a r g o - l i n e r s by c o n t a i n e r s h i p s were hound to l e a d to l a r g e s c a l e 
r e d u n d a n c i e s v»ithin h i s l a s t company. He saw Polychem a s a i\ew 
company i n an e x p a n d i n g c l i e m i c a l t r a d e and w h i c h , p r o v i d e d i t was 
s u c c e s s f u l , was bound to o f f e r good p r o s p e c t s . I t i s i n t e r e s t i n g 
to n o t e t l ^ a t the c h i e f mate i n t h i s s h i p l e f t h i s l a s t l i n e r company 
and j o i n e d Polychem f o r p r e c i s e l y the same r e a s o n s . 
L e s l i e w a n t s Polychem to s u c c e e d f o r many r e a s o n s , one of w h i c h b e i n g 
t h a t he wants the company to o b t a i n b e t t e r s h i p s t han the o l d , second-
hand s h i p s i t o p e r a t e s a t p r e s e n t , but L e s l i e b e l i e v e s t h a t t h e 
s u c c e s s of I^olychem i s m a i n l y dependent upon p e o p l e . Quote " A l l 
t h a t r e a l l y m a t t e r s a r c p e o p l e . Got them r i g h t and most of y o u r 
t r o u b l e s a r e o v e r " 
L e s l i e l i k e s the i d e a l s of Poiychem and w a n t s to make the new schemes 
work, h i s p a s t e x p e r i e n c e a s M a s t e r p l u s h i s e x p e r i e n c e i n I i a n d l i n g 
v e r y l a r g e c r e w s i\ave g i v e n him an i n n e r s e c u r i t y and he s u f f e r s 
no r o l e c o n f l i c t and s t r e s s . Quote " I q u i t e l i k e P o i y c h e i . i ' s way 
of d o i n g t i l i n g s and 1 v/ant t o make t h e i r scheme work. 'I'hey want 
us to u s e new t i t l e s and run manageinent m e e t i n g s ; t h a t ' s Okay by 
me^ H e a v c n s l i W e had y e a r s of d e a l i n g v;ith many more p e o p l e than 
i n t h i s s h i p so I'm not w o r r i e d . I ' v e s e e n enough new t i l i n g s i n 
my l i f e to cope w i t h the new methods h e r e . I n f a c t , I l e a r n e d a l o t 
i n t h e p a s s e n g e r s h i p s w h i c h I can put i n t o p r a c t i c e h e r e . But the 
main p o i n t to watch i s t h i s - t h e y ' r e ( t h e r e s t of t h e o f f i c e r s ) a l l 
from d i f f e r e n t c o m p a n i e s and they need a l o t of p u l l i n g ( d r a w i n g ) 
t o g e t h e r " 
A l t h o u g h t h e r e i s a h i g h d e g r e e of s e p a r a t i o n of the work and l i f e 
a r e a s and a l t h o u g h C h r i s t i a n names a r e u s e d t h r o u g h o u t both upwards 
and downwards, u n i f o r m s a r e s t i l l worn d a r i n g a l l o f f - d u t y a c t i v i t i e s . 
The s e n i o r s do n o t seem b o t h e r e d by u n i f o r m s but the j u n i o r s f e e l 
t h a t u n i f o r m s s h o u l d n o t be r e q u i r e d i n the b a r . 
L e s l i e s e e s t h a t he b e l o n g s t o two t a s k g r o u p s - one c o n s i s t i n g of 
the s e n i o r o f f i c e r s i n a l l t h r e e d e p a r t m e n t s ; the o t h e r c o n s i s t i n g 
of a l l the n a v i g a t i n g o f f i c e r s , i l l s s e n t i e n t group l i t i s p a r t l y i n 
and p a r t l y o u t s i d e t h i s s h i p - he s e e s h i m s e l f a s b e l o n g i n g to the 
l a r g e body of p r o f e s s i o n a l s l i i . p s ' o f f i c e r s . 
I t i s s i g n i f i c a n t t o n o t e t h a t L e s l i e v i e w s on management c o m m i t t e e 
m e e t i n g s d i f f e r m a r k e d l y from t h o s e of P a u l J o h n s o n , M a s t e r of "JOAN=' 
L e s l i e s e e s t h e s e m e e t i n g s a s a r e a l way o f e n c o u r a g i n g p a r t i c i p a t i o n , 
Quote " I n e v e r f i x t h e m e e t i n g s b e f o r e h a n d ; t h a t ' s d e f e a t i n g t h e i r 
whole p u r p o s e and I ' d jump on anyone who had p r e - m e e t i n g m e e t i n g s 
to a r r a n g e t t ^ i n g s . Q u i t e o f t e n t h e f i r s t 1 h e a r of s o m e t h i n g i s 
when i t i s brought up a t one of t h e s e m e e t i n g s . . . . T h e s e m e e t i n g s 
and the m i n u t e s we send to h e a d - o f f i c e h a v e n o t h i n g t o do w i t h 
them ( t h e s h o r e s t a f f ) c h e c k i n g up on us'*. 
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John P a ^ C t C h i e f Mate. Aged 30 + ; m a r r i e d ; l 5 + y e a r s a t s e a w i t h i n 
t h r e e d i f f e r e n t c o m p a n i e s b e f o r e j o i n i n g P o l y c l i e m 2 y e a r s ago. 
John j o i n e d Polychem f o r a v a r i e t y o f r e a s o n s ; he d i d n o t f i n d i t 
e a s y to l e a v e h i s l a s t company, i n f a c t i t t o o k him s i x monti^s to 
d e c i d e to l e a v e t h e XYZ L i n e and j o i n Polychem. The XYZ L i n e 
o p e r a t e d c a r g o - l i n e r s to a p a r t i c u l a r p a r t of A f r i c a r.nd what 
t i p p e d t h e b a l a n c e , so f a r a s John was c o n c e r n e d , were t h e i n c r e a s i n g 
p o l i t i c a l p r o b l e m s i n t h a t t r a d e . So John j o i n e d Polychem to e s c a p e 
t h e n e g a t i v e a s p e c t s of h i s f o r m e r company; to e s c a p e from, t h e 
p o t e n t i a l r e d u n d a n c i e s a r i s i n g o u t of c o n t a i n e r s h i p s r e p l a c i n g 
c o n v e n t i o n a l l i n e r s ; and to s e e k c h a l l e n g i n g employment w i t h i n a 
nev; and e x p a n d i n g t r a d e . John had to drop down to 2nd Mate on 
f i r s t j o i n i n g P o lychcm but he i s now back to s a i l i n g a s c h i e f 
mate i n w h i c h j o b he e n j o y s h i g h s a t i s f a c t i o n . He l o o k s f o r w a r d 
to e a r l y p r o m o t i o n to command, 
John n e e d s Polychem to s u c c e e d i n o r d e r to p r o v e t o h i m s e l f and t o 
h i s w i f e t h a t he made the c o r r e c t d e c i s i o n i n l e a v i n g t h e X.YZ L i n e 
and j o i n i n g Polychem. He l i k e s many of t h e P o l y c h e m methods but 
f i n d s som.e h i g h l y r e p u g n a n t . I n p a r t i c u l a r he f e e l s t h a t t h e manning 
s y s t e m a d o p t e d i n t h e s e s h i p s was, i n f a c t , d e s i g n e d f o r the new 
Polychem s h i p s and t h a t the s t r u c t u r e , work l o a d and equipment on 
t h e s e o l d , second-hand s h i p s make t h e g e n e r a l p u r p o s e manning 
scheme s i n g u l a r l y i n a p p r o p r i a t e , John h a s had many y e a r s ' e x p e r i e n c e 
i n m a i n t a i n i n g c o m p l i c a t e d c a r g o equipment i n l i n e r s and i s proud 
of h i s s k i l l s i n t h i s a r e a . Under t h e Polychem scheme, John i s 
s u b o r d i n a t e to t h e c h i e f e n g i n e e r so f a r s c a r g o equipment 
m a i n t e n a n c e i s c o n c e r n e d and, u n d e r the P o i y c h e m p e r s o n a l a p p r ; ^ i s a l 
s y s t e m , t h e C h i e f E n g i n e e r h a s to r e p o r t upon J o h n ' s p e r f o r m a n c e 
a s a m a i n t a i n e r o f c a r g o g e a r y e t , i n J o h n ' s p e r c e p t i o n , t h i i 3 
same C h i e f E n g i n e e r has had no p r e v i o u s e x p e r i e n c e i n t h e m a i n t e n -
ance of c a r g o equipment, 
John i s b o t h e r e d by the Polychcm R u l e Book. We f e e l s t h a t t h e s e 
r u l e s were w r i t t e n by someone who had no e x p e r i e n c e o f the t r a d e ; 
t h a t the r u l e s were w r i t t e n b e f o r e the f i r s t s h i p came i n t o 
s e r v i c e ; t h a t t h e c h e m i c a l t r a d e i s c h a n g i n g so r a p i d l y t h a t t h e 
r u l e s need c o n s t a n t u p - d a t i n g . I n p a r t i c u l a r , J o h n does n o t know 
how h i s p e r f o r m a n c e can be e q u i t a b l y r a t e d a g a i n s t a b a c k g r o u n d 
of i n a p p r o p r i a t e r u l e s . Quote "Wi^.enever I'm n o t s u r e of s o m e t h i n g 
or when I'm not s u r e on what way Polychem w a n t s i t done, t h e n of 
c o u r s e 1 f a l l back on the ZYX way of d o i n g t h i n g s . I c a n ' t h e l p i t . 
The r e a l t r o u b l e i s bein g a new company, we d o n ' t know how Polj'chem 
( i . e . the m a n a g e r s ) w i l l r e a c t to e r r o r s and c a l a m i t i e s " 
I n common w i t h t h e o t h e r o f f i c e r s i n t h i s s h i p , J o h n does s e p a r a t e 
the work and l i f e a r e a s and a d d r e s s e s p e o p l e by t h e i r C h r i s t i a n 
names. Hov/ever he a t t a c h e s g r e a t i m p o r t a n c e t o u n i f o r m but i n an 
u n u s u a l way. Quote "Polychem's image to o f f i c e r s i s ' l i f e i n a 
b o i l e r s u i t ' ; i t i s c o n s i d e r e d t h e done t h i n g to be i n a b o i l e r 
s u i t . But t h e ( c h i e f ) mate's j o b h a s been so much dov/ngraded - n o t 
o n l y i n t h i s s h i p or i n t h i s company but e v e r y w h e r e - t h a t I s t a y 
i n u n i f o r m a l l t h e t i m e , o r a s l o n g a s I c a n , j u s t t o upgrade t h e 
( c h i e f ) mate's j o b . Then the j u n i o r o f f i c e r s h a v e s o m e t h i n g t o l o o k 
f o r w a r d t o . 1 even go and i n s p e c t t a n k s i n my u n i f o r m wiien t h e 
i n s p e c t o r comes on board. I do t h a t to i m p r e s s him f o r h e ' l l t h i n k 
the t a n k s must be c l e a n i f I*m p r e p a r e d to go down i n u n i f o r m l " 
John e x p e r i e n c e s r o l e c o n f l i c t and s t r e s s a r i s i n g f r om two s o u r c e s • 
( i ) mismatch between h i s own e x p e c t a t i o n s and t h e r e a l i t i e s of 
Polychom; and ( i i ) p e r c e i v e d m ismatch between t h e way i n w h i c h 
a t t e m p t s a r e made to o p e r a t e t h e s e s h i p s a s t a n k e r s w h i l e , i n h i s 
o p i n i o n , t h e y a r e e s s e n t i a l l y c a r g o - l i n e r s . 
- 2G5 -
A s p e c i f i c s o u r c e of c o n f l i c t f o r Johm ^ i s t h a t he c o n s i d e r s 
h i m s e l f a s a p r o f e s s i o n a l s e a f a r e r w i t h c e r t a i n , u s e f u l s k i l l s 
and w i t h a v a r i e t y of e x p e r i e n c e s b e h i n d him. He \vantG to i i r i p o r t 
some of t h e s e s k i l l s and e x p e r i e n c e s i i i t o P o l y c h e m y e t f e e l s t h a t 
he w i l l be c r i t i c i s e d f o r d o i n g ao . Quote " P o l y c h e m i s h o p i n g 
to a t t r a c t p e o p l e w i t h e x p e r i e n c e of d i f f e r e n t t r a d e s - t h e n t h e y 
must a l s o be p r e p a r e d to u s e t h e i r e x p e r i e n c e and v/ay of d o i n g 
t h i n g s " and "They ( t h e s h o r e m a n a g e r s ) t e i i u s a i l s o r t s of t h i n g s 
on the i n d u s c t i o n c o u r s e s b u t then Nve f i n d on t h e f i r s t s h i p t h a t 
t h i n g s a r e d i f f e r e n t . The company i s n o t k e e p i n g i t s p r o m i s e s on 
c e r t a i n c o n d i t i o n s . The r e a l t r o u b l e i s t h a t t h e y s a i d t o o much 
a t t h e s t a r t ( i . e . the managers c l a i m e d too much f o r P c l y c h e m ) " . 
John i s an e x - l i n e r man and he t h i n k s i n l i n e r ways Quote: 
" I n s t e a d of t h i n k i n g about p a r c e l s of o i l I have to t h i n k i n t e r m s 
o f b l o c k s of c a r g o " . The s h i p s a r e , i n f a c t ^ t r a d e d l i k e c a r g o -
l i n e r s w i t h f a i r l y l o n g p e r i o d s i n p o r t c l o s e to towns and c u s t o m e r s 
t e r m i n a l s and w i t h f r e q u e n t f a c e - t o - f a c e c o n t a c t s between s h i p s ' 
o f f i c e r s and s h i p p e r s ( i . e . c u s t o m e r s ) , John has n e g a t i v e f e e l i n g s 
about t h e P o l y c h c m s h i p s not b e i n g m a i n t a i n e d a s c a r g o l i n e r s . 
Quote " P o l y c h e m s o l d i t s e l f ( t o s h i p p e r s ) a s a new, b r i g h t s t a r 
and y e t we a r e n ' t a l l o w e d to u s e p a i n t f o r c o s m e t i c p u r p o s e s . 
They ( t h e m a n a g e r s ) a r e n ' t s e l l i n g t h e s h i p s a s b r i g h t , c l e a n 
o b j e c t s and t h e y ' r e g o i n g to l o s e c u s t o m e r g o o d w i l l . A l s o , 
r e c r u i t m e n t i s g o i n g to s u f f e r i f p e o p l e see t h e s e r u s t t u b s 
f l o a t i n g a r o u n d " . 
J o h n ' s t a s k and s e n t i e n t g r o u p s c o m p l e t e l y o v e r l a p - i"»e s e e s h i s 
g r o u p s a s b e i n g composed of t h e M a s t e r and deck o f f i c e r s ^ 
L i k e L e s l i e , John does n o t s e e the management m e e t i n g s a s a 
mechanism a d o p t e d by s h o r e s t a f f f o r c h e c k i n g up on s e a s t a f f , . 
Quote " I c e r t a i n l y don't l o o k on th.e management m e e t i n g s a s t h e 
company c h e c k i n g on us - i n f a c t , q u i t e t h e r e v e r s e , i t ' s a way 
of l e t t i n g them know what a work l o a d we h a v e . T h e r e ' s c e r t a i n l y 
no f i x i n g of t h e m e e t i n g s b e f orehand^ v.'e d i s c u s s w h a t e v e r we like'.' 
V i c t o r Mcwett, a s e n i o r e n g i n e e r , Aged abo u t 30; m a r r i e d ; a l t e r n a t e d 
between s e a and s h o r e employment o v e r 8 y e a r s w i t h i n 4 s h i p p i n g 
c o m p a n i e s ; i n Polychem f o r j u s t o v e r a y e a r . 
On a t t e m p t i n g to r e t u r n to h i s p r e v i o u s s h i p p i n g company a f t e r a 
p e r i o d of s h o r e employment, V i c found t h a t he would be t e m p o r a r i l y 
demoted and so a p p l i e d f o r a p o s i t i o n i n Polychem, Quote " A l t h o u g h 
t h i s i s a d i e s e l s h i p and I h a v e had o n l y steam e x p e r i e n c e a t s e a 
( a l t h o u g h I have worked on d i e s e l s a s h o r e ) I was i n s p i r e d by 
Polychem t r u s t i n g me when they i m m e d i a t e l y a p p o i n t e d me t o my 
former r a n k " and "The a p p e a l of t h i s company i s t h a t I can 
c o n t r i b u t e and, when i t comes t o i t ^ I c a n g e t a g e n u i n e g r i e v a n c e 
s e t t l e d " . 
I n common w i t h many m a r i n e e n g i n e e r s , t h e c e n t r a l c o r e o f V i c ' s 
s a t i s f a c t i o n l i e s i n the j o b i t s e l f and he i s e x c e e d i n g l y d i s s a t i s -
f i e d w i t h h i s j o b a b oard t h i s s h i p . Quote •-''I d o n't g e t much j o b 
s a t i s f a c t i o n i n t h i s s h i p ; I d o n ' t g e t any, I u s e d t o have p e r s o n a l 
p r i d e i n a l l I d i d , but n o t h e r e - t h e j o b ' s g o i n g d o v m h i l l . I t ' s 
j u s t one p a t c h - u p j o b a f t e r a n o t h e r . T h e r e ' s a p i p e i n t h e e n g i n e -
room w h i c h i s j u s t a s e r i e s of b andages and t h i s t l e b o n d ( a f i b r e -
g l a s s r e p a i r m a t e r i a l ) and a s f a s t a s you r e p a i r one s e c t i o n a n o t h e r 
l e a k s t a r t s . They s h o u l d renew the whole p i p e but t h e y won't b e c a u s e 
the s h i p i s o l d and t h e y ' l l g e t r i d of h e r a s soon a s thc^' c a n . So 
why put any e f f o r t i n t o d o i n g a good j o b ? A l l we've g o t t o do i s 
keep t h e j o b r u n n i n g from one emergency to t h e n e x t " . 
H a v i n g e x p e r i e n c e d w o r k i n g a s h o r e where work and l i f e a r e a s a r e 
v e r y c l e a r l y s e p a r a t e d , V i c a t t a c h e s g r e a t i m p o r t a n c e to s e p a r a t i n g 
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t h e s e tv.'O a r e a s abo ; i r cS s h i p . Q u o t e ' ' T h e p e o p l e a b o t i r c i a r e i m p o r t s n t . 
W h a t I * m VQuXly a g ^ j i n s t . i s abvise o f a u t h o r i t y i n t h e K ^ . N . ( M e r c h a n t 
N a v y ) , On t h e j c h t h e s e n i o r s ( h i s s u p e r i o r s ) c a n h a v e 1:3 m u c h 
a u t h o r i t y a s t h e y l i k e , h u t n o t o f f t h e j o b i n t h e b a r . I t g e t s me 
when we h a v e t o d r e s s u p i n u n i f o r m t o go i n t o t h e b a r ; t h a t ' s why 
:i h a v e a f e w b e e r s i n h e r e ( h i s c a b i n ) . . . . On t h e i n d u c c i c n 
c o u r s e i t v /us ^ ^ r e a t . We g o t t o k n o w e a c h o t h e r by o u r f i r K t n a m e s ; 
t h e r e w a s no r a n k a n d we d i d n ' t e v e n k n o w who vras t h e M a s t e r , S e c o n d 
o r S p a r k s . So w h e n we j o i n e d on V o y a g e N o « 5 we a i l k n e w e a c h o t h e r 
a n d i t w a s a r e a l l y h a p p y t r i p b u t V o y a g e N o . 5 - a f t e r m^ ^ l e a v e -
w a s n ' t s o g o o d - wc w e r e a l l s t r a n g e r s ' " . 
V i c e x p e r i e n c e s some c o n f l i c t a n d s t r e s s b e t w e e n wtiat he e x p e c t s 
o f P o l y c h c m and w h a t h a p p e i \ s i n p r a c t i c C o P a r t o f t h i s c o n f l i c t 
i s r o o t e d i n w h a t V i c b e l i e v e s P o l y c h e m t o c l a i m a n d p a r t i n t h e 
w o r k i n g p r a c t i c e s he h a s a b s o r b e d a s h o r e . Q u o t e " I n t h i s o u t l i t 
we a r c e n c o u r a g e d t o s p e a k o u t . T h i s i s g o o d a n d I q u i t e a g r e e t h a t 
t i l i n g s s h o u l d be b r o u g h t o u t i n t o t h e o p e n - t h a t ' s w h a t t h e y ( t h e 
m a n a g e r s ) s a y b u t t h e y d o n ' t l i v e u p t o i t . L e t !ne g i v e y o u a n 
e x a n ; p l e : A f t e r t h e l a s t d r y d o c l c i n g y a l l t h e e n g i n e e r s w e r e on f i e l d 
d a y s ( i . e . w o r k i n g a i l d a y i n a d d j . t i o n t o k e e p i n g w a t c h e s ) '^ 'e h a d 
a m i j e t i n g w i t h t h e O l d Man a n d t h e C h i e f a n d s a i d wc w o u l d c o n t i n u e 
t o work f i e l d d a y s u n t i l a r r i v a l a t the n e x t p o r t b u t n o t t h e r e a f t e r . 
We s e n t a r a d i o m e s s a g e t o h e a d o f f i c e t e l l i n g them w h a t w c f e l t 
and a l l we g o t b a c k was a m e s s a g e f r o m ( R o g e r ) K e l l a n d s a y i n g t h a t i t 
* i s cor i i inon p r a c t i c e i n t a n k e r c o m p a n i e s ( o r e n g i n c t e r s t o w o r k t w o 
^ f i e l G d a y s a w e e k , IJut w h a t ' s t h a t g o t t o do w j t h i t ? I n f a c t o r i e s 
a s h i o r e m a n a g e i n e n t w o u l d n ' t a s k men t o work o v e r t J . m e t o m a i n t a i n 
t l i e i r f a c t o r i e s w i t f i o u t p a y i n g t h e m . T h a t ' s t h e t r o u b l e ; p e o p l e a t 
s e a d o n ' t k n o w v,'hat t h e y * r e h e r e f o r a n d t n e y g e t a b u s e d by t h e 
c o m p a n y t a k i n g a d v a n t a g e o f t h i s ' l e a v e i n s t e a d o f o v e r t i m e ' r u b b i s h . 
T h e y ( tt ic c o m p a n y ) a r c l i v i n g on o u r f a i t h i n t h e m , ^'tiey p r o m i s e d 
t o be g o o d b u t t h e y ' r e t h e san;e a s a l . l o t h e r c o m p a n i e s , 
V i c ' s t a . s k g r o u p a r e t h e e n g i n e e r o f f i c e r s a n d p e t t y o f f i c e r s i n t h i s 
s h i p b u t h i s s e n t i e n t g r o u p i s g r e a t l y e x p a n d e d t o e m b r a c e a i l 
e n g i n e e r s w i t h p r a c t i c a l s k i l l s w h e t h e r t h e y w o r k a t s e a o r i n 
i n d u s t r i e s a s h o r e , 
( * i n f a c t , s u b s e q u e n t c h e c k i n g r e v e a l e d t h a t K e l l a n d d i d n o t s a y t h i s ) 
"NAOT.A" 
T h e s k e t c h e s shovv a g r o u p o f p e o p l e who h a v e b e e n a t t r a c t e d t o 
P o l y c h e m by w-hat i t o f f e r s i n i t s c on r.u J t a t i v e p r o c e d u r e s , i t s 
f o o t h o l d i n a new a n d e x p a n d i n g t r a d e , a n d by an e x p e c t e d d e g r e e 
o f c h a l l e n g e i n t h e j o b s . 
A t t h e t o p we s e e a M a s t e r v;ho i s v e r y s u r e o f h i i n s e i C ; w h o i s 
c o n c e r n e d a b o u t t h e h u m a n r e l a t i o n s w i t h i n Po.l.ycl^.em; a n d v;ho i s 
t i - y i n g t o g e t t h i n g s r i g h t o We s e e : s o m e m a t c h b e t w e e n t h e l i n e r 
h a b i t s o f t h e M a s t e r a n d t h e l i n e r h a b i t s o f t h e c h i e f m a t e . I n 
f a c t , a l l t h e men - a n d p a r t i c u l a r l y t h e o n e s i n k e y p o s i t i o n s -
i n t h i s s h i p a r e e x - i i n e r men w i t h a h i g h d e g r e e o f c o m m o n a l i t y 
i n t h e i r v a l u e s a n d p e r c e p t i o n s * We s e e a h i g h d e g r e e o f m a t c h 
b e t w e e n t h e a t t i t u d e s o f t h e M a s t e r a n d t h o s e o f G e o r g e W e s t e r l y 
a n d E d F o w l e r . 
We a l s o s e e t h a t t h e c a u s e s o f d i s h a r m o n y a n d d i s s a t i s f a c t i o n a r e 
r o o t e d i n t h e t e c h n i c a l s y s t e m a n d , i n p a r t i c u l a r , t h e p e r c e i v e d 
m i s m a t c h b e t w e e n P o l y c h e m o p e r a t i n g t h i s s h i p a s a t a n k e r w h e n , i n 
m o s t r e s p e c t s , s h e i s a c a r g o - l i n e r ^ I t s h o u l d be m e n t i o n e d t h a t 
w h i l e J O A N i s o n l y t w o y e a r s o l d , t h i s s i i i p - N A O I A - i s o v e r e l e v e n 
y e a r s o l d . 
We s e e t h a t w h i l e t h e w o r k a n d l i f e a r e a s a r e s e p a r a t e d t o a h i g h 
d e g r e e , u n i f o r m s a r e w o r n o f f d u t y . T h e w e a r i n g o f u n i f o r m ; ; i s s e e n 
a s l o g i c a l a n d n e c e s s a r y by e x - l i n e r men w h o f e e l t h a t t h e y a r e 
s e r v i n g i n a l i n e r s h i p - e v e n t h o u g h s h e may l o o k l i k e a t a n k e r . 
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T h e c o m p a n y i s , a s y e t , t c o y o u n g a n d t o o s m a l l f o r t h e r e t o be 
a n y d e p a r t m e n t s a t h e a c i - o f f i c e a s i n Gem T a n ! c e r s . I n P o l y c h e i n , t h e 
t o t a l n u m b e r o f p e o p l e a t h e a f l - o r f i c e i s l e s s t h a n 2 0 w i t h t h e 
o p e r a t i o n a l t-^ain n u m b e r i n g l e s s t h a n 1 0 * T h e h e a c i - o m c e o p e r a t i o n a l 
t e a m h a s , i m b e d d e d w i t h i n i t , b o t h o p e r a t i o n a l a n d s e r v i c e f u n c t i o n s . 
S e a s t a f f s e e t h e s h o r e s t a f f a s o n e c o h e s i v e t e a i n ; s e a s t a f f do n o t 
d i f f e r e n t i a t e b e t w e e n o n e s h o r e m a n a g e r a n d a n o t h e r * W h i l e t h e r e a r e 
some d e p a r t m e n t a l d i v i s i o n s a b o a r d s l i i p , t h e o f f i c e r s s e e t h e m s e l v e s 
a s o n e g r o u p : > s s o c i a t e d w i t h a n d c o n t r o l l e d by o n e g r o u p a s l i o r e -
u n l i k e Gem i n w h i c h d e p a r t m e n t a l i d e n t i f i c a t i o n s a n d l o y a l t i e s w e r e 
s e e n t o e x i s t . F o l y c h e m i s s t i l l w i t h i n t h e p h a s e o f d e v e l o p i n g 
i n d i v i d u a l l o y a l t i e s t o t h e c o m p a n y a s a w ^ i o l e a n d . c a n n o t a f f o r d 
t o d e v e l o p e s p e c i a l l o y a l t i e s t o p a r t i c u l a r s h i p s o r d e p a r t m e n t s . 
S e l f - r e l i e v i n g , s u c h a s w a s f o u n d i n " M I C A " , d o e s n o t e x i s t i n a n y 
P o l y c h e m s h i p s . 
I n P o l y c h e m , t h e s e a s t a f f i s c o m p o s e d o f i n d i v i d » . i a l s w h o a r e 
c o m p a r a t i v e s t r a n g e r s t o e a c h o t h e r a n d t o t h e c o m p a n y ; e a c h c a r r i e s 
w i t h h i m i s own s e 1 f - i d e n t i t y , s k i l l s , v a l u e s , h a b i t s a n d p e r c e p t i o n s 
o f w h a t s h o u l d be d o n e b a s e d u p o n t h e i r f o r m e r e x p e r i e n c e s w i t h i n 
t h e i r p r e v i o u s c o m p a n i e s . 
T h e r e i s s h i g h d e g r e e o f c o n f u s i o n a b o u t t h e r u l e s - n o t a s t h e y 
a r e w r i t t e n b u t a s t o how t h e y a r e b e i n ^ p a n d w i l l be i n t e r p r e t e d , 
by i n d i v i d u a l s i n a u t h o r i t y w h e n r a t i n g t h e p e r f o r m a n c e o f s u b -
c r d i n a t e S j e s p e c i a l l y w h e n a c c i d e n t s o c c u r . 
I n t e r - d e p £ n d e n c i e g 
T h e r e i s a h i g h d e g r e e o f a v v a r e n e i i s i n a i l i n d i v i d u a l s t h a t e a c h 
man i s h i g h l y d e p e n d e n t u p o n the p e r f o r m a n c e o f a i l othe/'S a b o u t 
h i m f o r t h e s u r v i v a l a n d s u c c e s s o f P o l y c h e m , S u c h i n t e r d e p e n d e n c i e s 
a r e s e e n h o r i z o n t a l l y r .nd v e r t i c a l l y a b o a r d s h i p a n d b e t w e e n s h o r e 
s t a f f and s e a s t a f f . E a c h man c a m e t o P o i y c h e m f o r d i f f e r e n t r e a s o n s 
a n d e a c h h a s d i f f e r e n t r e a s o n s f o r \ v a n t i n g P o l y c h e j : ! t o s u c c e e d ; b u t 
e a c h a l s o b r o u g h t , w i t h h i m d i f f e r e n t n o t i o n s o f how p e o p l e o u g h t t o 
be c o n t r o l l e d . T h o s e i n s e n i o r p o s i t i o n s i n j e c t t h e i r p a r t i c u l a r 
c o n t r - o l m e t h o d s w h i c h t h e y t i a v c f o u n d t o b e e f f e c t i v e i n t h e p a s t . 
When s u c h p a s t m e t h o d s match P o l y c h e m i d e a l s , a deg i^ee o f h a r m o n y 
r e s u l t s b u t , v;hen t h e p a s t m e t h o d s c o n f l i c t w i t h P o l y c h e m i d e a l s , 
s u b o r d i n a t e s c o m e u n d e r v a r y i n g a n d c o n f l i c t i n g m e t h o d s o f c o n t r o l 
which t h e y e x p e r i e n c e a s P o l y c h e m n o t k e e p i n g t o i t s p r o m i s e s f o r 
g r e a t e r p a r t i c i p a t i o n a n d m o r e c h a l l e n g i n g j o b s . 
O r g a n i z a t i o n a l ' R e a l i t y ' 
iVhat i s t h e o r g a n i z a t i o n a l r e a l i t y o f P o i y c h e m ? I n nn o b j e c t i v e 
s e n s e t h e r e a l i t y o f P o l y c h e m i s t h a t i t i s s m a l l a n d v e r y y o u n g . 
I t s s m a l l s i z e m e a n s t h a t i n d i v i d u a l s c a n n o t e s c a p e a n o t h e r p e r s o n 
w i t h whom t h e y a r e i n c o n f l i c t a n d t h a t m a n a g e m e n t c a n n o t t r a n s f e r 
a n y d i s r u p t i v e i n d i v i d u a l t o a n o t h e r p a r t o f t h e c o m p a n y w h e r e h e 
w o u l d no l e s s h a r m . I t s y o u n g a g e m e a n s t h a t t h e r e i s , a s y e t , no 
P o i y c h e m c u l t u r e ; no h i s t o r y o f i n c i d e n t s t o g i v e m e a n i n g t o t h e 
r u l e s . B o t h t h e s m a l l s i x e a n d y o u n g a g e t o g e t h e r mean t h a t a s i n g l e 
i n d i v i d u a l h a s much g r e a t e r e f f e c t on t h e t o t a l e n t e r p r i s e t h a n h e 
w o u l d have i n a l a r g e r o r g a n i z a t i o n such as Gem - a n d t h i s i s 
p a r t i c u l a r l y s i g n i f i c a n t i n t h e cases c f h i g h - a s p i r i n g i n d i v i d u a l s 
w i s h i n g t o i m p o s e t h e i r p a r t i c u l a r c h a n g e s on t h e o r g a n i z a t i o n . 
B u t , t o i n d i v i d u a l m e m b e r s , o r g a n i z a t i o n a l r e a l i t y i s p a r t l y 
o b j e c t i v e a n d p a r t l y s u b j e c t i v e . I n d i v i d u a l s s e e P o l y c h e m i n 
d i f f e r e n t v / a y s . R i g h t a t t h e v e r y t o p a r e a f e w i n d i v i d u a l s who 
w a n t t o m a k e P o l y c h e m ' d i f f e r e n t a n d b a t t e r * i ^ e , m o r e p a r t i c i p a t i v e , 
m o r e c h a l l e n g i n g a n d m o r e i n l i n e w i t h e m e r g i n g s o c i a l t r e n d s a s h o i - e . 
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T o p m a n a g e r s s a w - a n d s t l i l s e e - t h e f o r m a t i o n o f P o l y c h e m i n 
t h e l a t e 1 9 6 0 * 3 a s a g o l d e n o p p o r t u n i t y t o i n t r o d u c e d e s i r a b l e 
c h a n g e s i n t o m e r c h a n t s h i p p i n g . T h e y p r o j e c t e d t h e i r own v a l u e s 
o n t h e d e s i r a b i l i t y o f g o o d h u m a n r e l a t i o n s o n t o a l l t h e i r r e c r u i t s 
a n d b e l i e v e d t h a t i f t h e c o m p a n y ' s o r g a n i z a t i o n , r u l e b o o k , c o n t r o l 
s y s t e i p . a n d w o r k i n g m e t h o d s w e r e p r o p e r l y d e s i g n e d , e v e r y o n e w o u l d 
r e s p o n d p o s i t i v e l y a n d h a r m o n y w o u l d r e s u l t . 
H o w e v e r , now t h a t t h e c o m p a n y h a s b e e n i n e x i s t e n c e f o r t w o o r 
t h r e e y e a r s , t o p m a n a g e r s a r e f i n d i n g r e a l i t y s o m e w h a t d i f f e r e n t 
f r o m what t h e y h a d h o p e d a n d p l a n n e d f o r . I n many r e s p e c t s , t o p 
m a n a g e m e n t h a s s u c c e e d e d i n m a k i n g P o l y c h e n i ' d i f f e r e n t a n d b e t t e r ' 
b u t a n u m b e r o f f o r c e s h a v e a r i s e n w h i c h , i n t h e p e r c e p t i o n o f 
some m e m b e r s , a r e p u s h i n g P o l y c h e m b a c k t o * t h e b a d o l d w a y s ' : -
1 ) T h e a g e a n d t e c h n i c a l f r a g i l i t y o f s o m e o f t h e i r s h i p s p l u s t h e 
e c o n o m i c n e e d t o r e s t r i c t r e p a i r s t o o p e r a t i o n a l a n d s a f e t y 
m i n . i m a h a v e r e s u l t e d i n r e d u c e d j o b s a t i s f a c t i o n f o r s o m e 
e n g i n e e r s w i t h c o n s e q u e n t i a l p e r c e p t i o n s a m o n g t h e s e p e o p l e 
t h a t j o b s i n P o l y c h e m a r e no m o r e s a t i s f y i n g t h a n i n o t h e r 
c o m p a n i e s , 
2 ) F o r m a r i n e i n s u r a n c e a n d l i m i t a t i o n o f l i a b i l i t y p u r p o s e G j t o p 
m a n a g e r s h a v e t o be a b l e t o p r o v e t h a t t h e y h a v e d o n e e v e r y t h i n g 
i n t h e i r p o w e r t o m a k e t h e i r s h i p s s e a v / o r t h y . T h i s r e s u l t s i n 
t h e s h o r e s t a f f h a v i n g t o c h e c k up on s e a s t a f f in a v a r i e r - y o f 
w a y s w i t h c on e q u e n t i a 1 p e r c e p t i o n s among s o m e s e a s t a f f t h a t 
t h e y a r e n o t t r u s t e d by s h o r e s t a f f a n d t h a t I ' o i y c h e i n i s n o t 
k e e p i n g t o i t s a d v e r t i s e d i c - C c i l s o f a m o r e p a r t i c i p a t i v e a n d 
c o n s u l t a t i v e t y p e o f o r g a n i z a t i o u o 
3 ) T h e r u l e b o o k a n d m a n n i n g s y s t e m w c r e ^ i n f a c t , d e s i g r . e d f o r 
t h e n e w s h i p s w h i c h w e r e e x p e c t e d t o co iue i n t o s e r v i c e wl.ei> t h e 
c o n p a n y w a s b o r n . I n t h e e v e n t ; I ' o l y c h e m d i r e c t o r s d e c i d e d t o 
s t a r t o f f w i t h some o l d , s e c o n d - h a n d s h i p s i n w h i c h s h i p s th.e 
d e s i g n e d r u l e b o o k a n d m a n n i n g s y s t e m w e r e i n a p p r o p r i a t e i n many 
r e s p e c t s . T l i i s r e s u l t e d i n r o l e c o n f l i c t a m o n g s i i i p b o a r d 
d o p a r t m e r i t n 1 h e a d s > a n d i n r e d u c e d j o b s;i c i s f a c t i o n w i t h 
c o n s e q u e n t i a l p e r c e p t i o n s t h a t P o i y c h e m i s n o t o f f e r i n g i t s 
a d v e r t i s e d c h a l l e n g i n g a n d r e w a r d i n g j o b s . 
4 ) On a l l b u t t w o o f t h e t r a d i n g a n d o p e r a t i o n a l p a r a m e t e r ^ : , t h e s e 
P o l y c h e m s h i p s a r e c a r g o - l i n e r s a n d n o t t a n k e r s ( t h e e x c e p t i o n s 
b e i n g t h i t t a i l t h e c a r g o i s i n l i q u i d f o r . n a n d t h a t t h e c a r g o 
e c j u i p m e n t c o n s i s t s o f pumps a n d n o t d e r r i c k s a n d w i n c h e s ) y e t 
a s m a l l n u m b e r o f k e y i n d i v i d u a l s a s h o r e a n d a f l o a t p e r s i s t i n 
l o o k i n g u p o n t h e s e s h i p s a s t a n k e r s w h i c h n e e d t o a d o p t t a n k e r 
v a l u e s a n d h a b i t s . T h i s i s a p a r t i c u l a r l y v i s i b l e s o u r c e o f 
c o n f l i c t s e e i n g t h a t m o s t o f t h e m a n a g e r s a n d o f f i c e r s a r c 
e x - l i n e r men \ v e i l m a t c h e d t o t h e o p e r a t i o n a l d e m a n d s o f l i n e i * 
s h i p s . I t h a s r e s u l t e d i n a h i g h d e g r e e o f r o l e c o n f l i c t a m o n g 
s e n i o r d e c k o f f i c e r s w i t h c o n s e q u e n t i a l p e r c e p t i o n s o f P o l y c h e m 
m a n a g e m e n t ' d o i n g c r a z y t h i n g s ' . 
5 ) A l t h o u g h a t t e m p t s w e r e made t o i n t r o d u c e nev/ t i t l e s a n d w o r k i n g 
p r a c t i c e s a t a l l l e v e l s w i t h i n t h e s h i p s . M a s t e r s h a v e s t i l l 
r e t a i n e d t i i e t i t l e o f ' C a p t a i n ' . P o l y c h e m i s q u i t e u n a b l e t o 
a l t e r t h e M a s t e r ' s r o l e a n d r e s p o n s i b i l i t i e s a s d e f i n e d w i t h i n 
t h e M e r c h a n t S h i p p i n g A c t s ( 1 8 9 4 - 1 9 7 2 ) a n d s o , i n o r d e r t o 
h a r m o n i s e w i t h t h e l e g a l s t a t u s o f M a s t e r s , P o i y c h e m t o p m a n a g e m e n t 
h a s a l l o w e d ;imny s t r o n g e l e m e n t s o f s e a f a r i n g t r a d i t i o n a l i s m 
t o c r e e p i n t o i t s o r g a n i z a t i o n a l s t r u c t u r e . I n p a r t i c u l a r , 
m a n a g e r s s e c i t i s t h e i r d u t y t o ' b a c k t h e M a s t e r ' a n d t o r o u t e 
a l l c o m m u n i c a t i o n s v i a h i m . T h i s r e s u l t s i n m a n y s u b o r d i n a t e s 
h o l d i n g v e r y s t r o n g b e l i e f s t h a t , s o f a r a s t h e p o s i t i o n o f 
t h e M a s t e r i s c o n c e r n e d , P o l y c h e m i s n o d i f f e r e n t f r o m a n y 
o t h e r c o m p a n y . 
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6 ) B u t b e y o n d a l l e l s e , t h e s u b j e c t i v e r e a l i t y o f P o l y c t i e m a s 
e x p e r i e n c e d by m e m b e r s - a n d p a r t i c u l a r l y by s u b o r d i n a t e s ~ 
i s a l m o s t w h o l i y d e t e r m i n e d by t h e p e r s o n a l i t i e s o f i n d i v i d u a l s 
i n k e y p o s i t i o n s . 
T h e o b s e r v a t i o n s made w i t h i n P o i y c i i e m a r e c l e a r p r o o f o f t h e 
f a c t t h a t " a c o m p a n y " , p e r s c , c a n n o t do t h i n g s t o p e o p l e . P e o p l e 
c a n o n l y h a v e t h i n g s d o n e t o t h e m by o t i i e r p e o p l e » 
We s e e , i n P o l y c h c m , a f o r m a l o r g a n i z a t i o n a l d e s i g n w h i c h 
( o c c l u d i n g the c o n s e q u e n c e s o f t h e l e g a l s t a t u s o f t h e M a s t e r ) 
i s c l e a r l y a i m e d a t a c h i e v i n g p a r t i c i p a t i o n by a l l m e m b e r s a n d 
a t i m p r o v i n j ^ j o b s a t i s f a c t i o n t l i r o u g h j o b e n l a r g e m e n t a n d t a s k 
r e - a l l o c a t i o n ^ We s e e t h e d e s i r e s a n d v a l u e s o f t o p m a n a g e r s 
p e r v a d i n g t h i s o r g a n i z a t i o n a l d e s i g n . A n d y e t we s e e c a s e s o f 
m e m b e r s b e l i e v i n g t h a t P o l y c h e i r . i s n o d i f f e r e n t f r o m a n y o t h e r 
s h i p p i n g c o m p a n y a n d t h a t P o l y c h e m h a s n o t s t u c k t o i t s a d v e r t i s e d 
c l a i m s . 
B u t w h e n we e x a m i n e t h e r o o t s o f t h e s e b e l i e f s ( t h a t P o l y c h e m 
i s no b e t t e r t h a n o t h e r c o m p a n i e s ) we f i n d t h a t , c o n s c i o u s l y 
o r s u b c o n s c i o u s l y , a n i n d i v i d u a l h a s i n t e r v e n e d b e t w e e n t h e 
f o r i n a l o r g a n i z a t i o n a l p l a n s a n d t h e m a n n e r o f e x e c u t i o n o r t h a t 
t h e m i s m a t c h b e t w e e n e x p e c t a t i o n s a n d r e a l i t y h a s a r i s e n f r o m 
e c o n o m i c c o n s i d e r a t i o n s a t B o a r d l e v e l i m p o s i n g t h e t e c h n i c a l 
f r a g i l i t y o f s e c o n d - h a n d s h i p s u p o n t h e c o n i p a n y p 
We s e e t h a t G e o r g e W ' e s t e r l e y i s p o w e r l e s s a g a i n s t b o t h f o r m s 
o f i n t e r v e n t i o n . A s a s a l a r i e d m a n a g e r - a n d n o t a s o l e o w n e r -
o f P o l y c l i c m j he w a s u n a b l e t o f o r e s t a l l t h e p u r c h a s e o f t h e 
s e c o n d - h a n d s h i p s . W h e t h e r h e s l \ o u l d h a v e m o d i f i e d t h e r u l e 
b o o l ; a n d m a n n i n g ' s y s t e m t o m a t c h t h e s e o l d e r s h i p s i s a n a t t e r 
o f c o n j e c t u r e a n d a n y o p i n i o n g i v e n w o u l d c h a n g e t h i s r e p o r t 
f r o m b e i n g d e s c r i p t i v e t o p r e s c r i p t i v e » 
F u r t h e r m o r e , t h e v e r y l i m i t e d s i z e o f t h e compr-iny p r e v e n t s 
h i m f r o m t r a n s f e r r i n g d i s r u p t i v e i n d i v i d u a l s t o l e s s h a r m f u l 
p o s i t i o n s . T h e o n l y m e t h o d o p e n t o h i m i s t o d i s m i s s t h e 
d i s r u p t i v e i n d i v i d u a l f r o m t h e c o m p a n y . W h e t h e r h e s h o u l d do s o 
i s n o t s i m p l y a m a t t e r f o r c o n j e c t u r e f o r , w i t h i n t h e p r e s e n t 
c l i m a t e o f I n d u s t r i a l d e l a t i o n s i n B r i t a i n , h e may f i n d h i T r . s c l f 
i n a p o s i t i o n o f c o n f l i c t v / i t h t h e T r a d e s U n i o n s s h o u l d he 
d i s m i s s i n d i v i d u a l s on t h e g r o u n d s o f t e m p e r a m e n t a l u n s u i t a b i l i t y . 
G e o r g e , E d , R o g e r a n d o t h e r t o p m a n a g e r s a r e n o w h a v i n g t o 
f a c e u p t o t h e r e a l i t y o f i n d i v i d u a l s i n t e r v e n i n g i n t h e i r 
o r g a n i z a t i o n a l d e s i g n ^ A s h a s a l r e a d y b e e n d e s c r i b e d , t h e s m a l l 
s i z e o f P o i y c l i e m , i t s t e c h n i c a l a n d e c o n o m i c f r a g i l i t y , a n d t h e 
h i g h d e g r e e o f i n t e r - d e p e n d e n c e b e t w e e n a l l m e m b e r s m a k e i t 
p a r t i c u l a r l y v u l n e r a b l e t o t h e b e h a v i o u r a l p a t t e r n s a n d a t t i t u d e s 
o f i n d i v i d u a l m e m b e r s . E a c h m e m b e r b r o u g h t w i t h h i m a v / h o l e s e t 
o f d i f f e r e n t v a l u e s , h a b i t s , s k i l l s a n d e x p e r i e n c e s a n d h i s own 
n o t i o n s o f \ v h a t i s a n d w h a t i s n o t d e s i r a b l e w i t h i n s h i p p i n g 
c o m p a n i e s . So f a r a s i t s c u l t u r a l w o r l d i s c o n c e r n e d - a n d 
p a r t i c u l a r l y w h e r e t h e c o m p a n y ' s c u l t u r e e m b r a c e s t h e m e a n i n g 
g i v e n t o r u l e s - P o l y c h e m i s h i g h l y f r a g m e n t e d a n d i t w o u l d a p p e a r 
t h a t one o f P o l y c h e m ' s g r e a t e s t n e e d s i s f o r s u f f i c i e n t t i m e t o 
' s e t t l e d o w n * . W h e t h e r P o i y c h e m s h o u l d h a v e t r i e d t o i n t r o d u c e 
s o m a n y new i d e a s a n d p r a c t i c e s d u r i n g i t s f o r m a t i v e y e a r s i s , 
a g a i n , a m a t t e r f o r c o n j e c t u r e b u t i t w i l l be e x p l o r e d i n g r e a t e r 
d e p t h i n t h a t s e c t i o n o f t h i s r e p o r t d e a l i n g w i t h o r g a n i z a t i o n a l 
c h a n g e i n m e r c h a n t s h i p p i n g . 
A s may be s e e n i n t h e d i a g r a m on t h e f o l l o w i n g p a g e , s o m e o f 
P o l y c h e r r f s p r o b l e m s l i e i n t h e m i s - m a t c h b e t w e e n t h e p l a n n e d 
t e c h n o l o g y o f t h e e x p e c t e d n e w s h i p s a n d t h e a c t u a l t e c h n o l o g y 
o f t h e i m p o s e d s e c o n d - h a n d s h i p s . H o w e v e r f f o r o r g a n i z a t i o n a l 
h a r m o n y , t o p m a n a g e r s h a d t o r i s k b e i n g a b l e t o r e c r u i t s u f f i c i e n t 
s e a f a r e r s - a n d e s p e c i a l l y s e n i o r o f f i c e r s - w h o s e p a s t e x p e r i e n c e s 
a n d v a l u e s m a t c h e d t h e i r o w n . D i d t h e y s e t t h e m s e l v e s a n i m p o s s i b l e 
t a s k ? 
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C o m p a r i s o n s b e t w e e n Gem a n d P o i y c h e m . 
A l t h o u g h t h e r e a r e h u g e d i f f e r e n c e s i n t h e s i z C j o r g a n i z a t i o n a l 
s t r u c t u r e , f i n a n c i a l s t r e n g t h , a g e a n d t r a d i n g p a t t e r n s o f t h e 
t w o c o m p a n i e s , a numbe:" o f s t r i k i n g s i m i l a r i t i e s c a n b e f o u n d . 
A b o a r d s h i p . 
S i m i l a r i t i e s . 
1 ) I n a l l t h e s h i p s v i s i t e d , t h e M a s t e r o f e a c h e x e r c i s e d a d e c i s i v e 
i n f l u e n c e o v e r : 
( 1 ) T h e * a t m o s p h e r e ' on b o a r d ; 
( i i ) T h e d e g r e e o f s e p a r a t i o n b e t w e e n t h e w o r k a n d l i f e a r e a s ; 
( i i i ) T h e p o s i t i v e a n d n e g a t i v e a t t r i b u t e s g i v e n t o t h e c o m p a n y 
by s u b o r d i n a t e s . T o t h e s e j u n i o r s , t h e M a s t e r i s s e e n a s 
t h e e m b o d i m e n t o f t h e " c o m p a n y " ; h i s a c t i o n s a r e e x p e r i e n c e d 
a s t h e c o m p a n y's a c t i o n s . 
2 ) I n a l l t h e s h i p s v i s i t e d , t h e y o u n g e r m e n i b e r s s e e k - a n d r e s p o n d 
p o s i t i v e l y t o w a r d s - s e p a r a t i o n o f t h e l i f e a n d w o r k a r e a s . 
3 ) T h e j o b s a t i s f a c t i o n o f e n g i n e e r o f f i c e r s i s d e t e r m i n e d p a r t l y 
by t h e t e c h n i c a l a g e or f r a g i l i t y o f t h e s h i p a n d p a r t l y by t l i t 
m a i n t e n a n c e m e t h o d s a d o p t e d ; e n g i n e e r j o b s a t i s f a c t i o n i s 
p o s i t i v e l y r e l a t e d t o p l a n n e d m a i n t e n a n c e a n d n e g a t i v e l y r e l a t e d 
t o ' r e p a i r by c r i s i s ' . 
4 ) I n a l l t h e s h i p s v i s i t e d , t h e j u n i o r d e c k o f f i c e r s f e e l ' s c i u c e z c d 
o u t o f t h e s y s t e m ' t o g r e a t e r o r l e s s e r d e g r e e . 
D i f f e r ^ - n c e s . 
1 ) I n t h e Gem s h i p s , c h a n g e s w i t h i n t h e wor-k a n d l i f e a r e a s h a d 
e v o l v e d n a t u r a l l y a n d s l o w l y a n d , t o g r e a t e x t e i ^ t . w e r e l e f - t 
t o t h e w i s h e s o f t h e s e n i o r o f f i c e r s ; i n t h e P o i y c h e m s h i p s , 
new w o r k i n g p r a c t i c e s h a d b e e n d e s i g n e d ant l i j n p l e m e n t e d by 
s h o r e m a n a g e r s . 
2 ) I n t h e Gem s h i p s , u n i f o r m s w e r e h a r d l y e v e r w o r n o f f d u t y w h i l e 
i n t h e P o i y c h e m s h i p s u n i f o r m s w e r e w o r n i n a l l p u b l i c s p a c e s . 
3 ) I n t h e Gem s h i p s , t h e c o m p a n y's r u l e s a n d r e g u l a t i o n s w e r e s e e n 
a s m e a n i n g f u l , p r a c t i c a l g u i d e l i n e s ; i n t h e P o i y c h e m s h i p s t h e 
r u l e s w e r e a s o u r c e o f c o n f u s i o n t o s o m e p e o p l e f o r m a n y o f t h e 
r u l e s w e r e i n a p p r o p r i a t e f o r t h e s e c o n d - h a n d s h i p s . 
4 ) Gem o f f i c e r s , i n g e n e r a l , a r e s e e k i n g j o b s e c u r i t y w h i l e P o i y c h e m 
o f f i c e r s a r e s e e k i n g c h a l l e n g i n g j o b s a n d s o m e t h i n g t h a t i s 
' d i f f e r e n t a n d b e t t e r ' . 
5 ) T h e Gem s h i p s h a d E u r o p e a n r a t i n g s w i t h i n t r a d i t i o n a l d i v i s i o n s ; 
t h e P o i y c h e m s h i p s h a d A s i a n r a t i n g s w i t h i n a n e w , g e n e r a l - p u r p o s e 
l a b o u r f o r c e . 
6 ) J u n i o r Gem o f f i c e r s r e a l i s e t h a t t h e y may b e t r a n s f e r r e d f r o m 
s h i p t o s h i p a n d t h a t , s h o u l d t h e y c l a s h w i t h a s e n i o r On t h e 
p r e s e n t s h i p , t h e y may p r o b a b l y n e v e r s a i l w i t h h i m a g a i n . 
P o i y c h e m j u n i o r s r e a l i s e t h a t , o w i n g t o t h e l i m i t e d s i z e o f t h e 
f l e e t , i t i s h i g h l y l i k e l y t h a t t h e y w i l l s a i l a g a i n w i t h a l l 
t h e p e o p l e i n t h e p r e s e n t s h i p . 
7 ) Gem s h i p s a r e t r a d e d as t a n k e r s b e t w e e n t e r m i n a l s o w n e d by t h e i r 
p a r e n t Gem O i l c o m p a n y ; c o n t a c t s b e t w e e n s h i p a n d s h o r e o v e r c a r g o 
m a t t e r s t a k e p l a c e b e t w e e n c h i e f m a t e s a n d t e r m i n a l o p e r a t o r s , a l l 
o f whom a r e e m p l o y e e s o f Gem O i l . P o i y c h e m s h i p s a r e t r a d e d as 
c a r g o - l i n e r s b e t w e e n c o m m o n - u s e r d o c k s ; c o n t a c t s b e t w e e n s h i p 
and s h o r e o v e r c a r g o m a t t e r s t a k e p l a c e b e t w e e n c h i e f m a t e s a n d 
t h e c o m p a n y ' s c u s t o m e r s . 
8 ) Gem o f f i c e r s h a v e a common c u l t u r a l b a c k g r o u n d a n d Gem i d e n t i t i e s 
I c C . t h e y c a n be i d e n t i f i e d by o t h e r s i n t e r m s o f t h e i r f o r m e r 
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Gem e x p e r i e n c e s , P o l y c h e m o f f i c e r s h a v e n o common c u l t u r a l 
b a c k g r o u n d a n d c a r r y s e p a r a t e i d e n t i t i e s b a s e d on t h e i r f o r m e r 
i n d i v i d u a l e x p e r i e n c e s w i t h i n a w i d e r a n g e o f s h i p p i n g c o m p a n i e s . 
S h i p " s h c* r e r e l a t i o n s h i p s , 
S i m i l a r i t i e s , 
1 ) I n b o t h c o i . i p a n i c s , t h e a t t i t u d e s h e l d by s h o r e s t a f f t o w a r d s 
s e a s t a f f a r e f a r m o r e p o s i t i v e t h a n i n t h e r e v e r s e d i r e c t i o n ; 
t o s o m e e x t e n t , n e g a t i v e a t t i t u d e s a r e h e J d by s e a s t a f f t o w a r d s 
t h e s h o r e s t a f f s o f s h i p p i n g c o m p a n i e s i n g e n e r a l , 
2 ) I n b o t h c o m p a n i e s t h e r e i s a h i g h d e g r e e o f i n t e r d e p e n d e n c e 
b e t w e e n o p e r a t i o n a l m a n a g e r s / s u p e r i n t e n d e n t s a n d s e n i o r s h i p s * 
o f f i c e r s , 
3 ) I n b o t h c o m p a n i e s , s h o r e s t a f f c h e c k u p on s e a s t a f f i n o r d e r 
t o s e c u r e l i m i t a t i o n o f l i a b i l i t y i n t h e e v e n t o f a n a c c i d e n t . 
D i f f e r e n c e s . 
1 ) T h e Gem o f f i c e r s s e e t h e s h o r e s t a f f a s b e i n g c l e a r l y d i v i d e d 
i n t o t w o f u n c t i o n a l a r e a s - o p e r a t i o n s a n d s e r v i c e . Many o f t h e 
s h o r e n t a n a g e r s i n t h e s e r v i c e a r e a a r e s e e n a s r e m o t e f r o m t h e 
s h i p s , t h e i r p r e c i s e f u n c t i o n s a r e n o t c l e a r l y u n d e r s t o o d a n d 
t h e y a r e u n i v e r s a l l y a t t r i b u t e d w i t h n o t u n d e r s t a n d i n g ^ o r w i t h 
h a v i n g f o r g o t t e n , t h e r e a l i t i e s o f w o r k a n d l i f e a b o a r d s h i p . 
On t h e o t h e r h a n d , m a n a g e r s a n d s u p e r i n t e n d e n t s w i t h i n t h e 
o p e r a t i o n a l a r e a a r e s e e n a s c l o s e t o t h e s h i p s a n d a s m o r e 
avvare ( a l t h o u g h n o t f u l l y a w a r e I ) o f t h e r e a l i t i e s o f l i f e 
a n d w o r k a t 3 3 a , 
P o l y c h e m o f f i c e r s s e e t h e i r s h o r e s t a f f a s o n e o p e r a t i o n a l 
t e a m i n w h i c h t h e n e c e s s a r y s e r v i c e f u n c t i o n s a r e i m b e d d e d . T h e 
w h o l e s h o r e t e a m i s s e e n a s a g r o u p w h i c h i s c l o s e t o t h e s h i p s 
a n d w h i c h , t o some d e g r e e , u n d e r s t a n d s t h e r e a l i t i e s o f l i f e a n d 
w o r k a t s e a , 
2 ) I n G e m , t w o s e p a r a t e g r o u p s o f o f f i c e r s a r e e m e r g i n g - s e n i o r s 
p e r m a n e n t l y a t t a c h e d t o c e r t a i n o p e r a t i o n a l m a n a g e r s a n d j u n i o r s 
p e r m a n e n t l y a t t a c h e d t o t h e p e r s o n n e l d e p a r t m e n t . I n P o l y c h e m 
b o t h s e n i o r s a n d j u n i o r s a r e s e e n a s b e i n g p e r m a n e n t l y a t t a c h e d 
t o t h e w h o l e o p e r a t i o n a l t e a m a s h o r e . 
3 ) I n Gem 5 s e n i o r o f f i c e r s h a v e k n o w n t h e o p e r a t i o n a l s u p e r i n t e n d e n t s 
a s i n d i v i d u a l s o v e r many y e a r s ; s o m e o f t h e s e n i o r s h a v e s a i l e d 
w i t h t h e s e s u p e r i n t e n d e n t s i n t h e p a s t ; a r » d , i n g e n e r a l , t h e 
s u p e r i n t e n d e n t s a r e s e e n a s t h e i r ( t h e s e n i o r s ' ) f r i e n d s v/ho w i l l 
d e f e n d t l i em a g a i n s t a t t a c k f r o m s e r v i c e m a n a g e r s i n t h e e ^ n t o f 
a n a c c i d e n t . I n P o l y c h e m , i n s u f f i c i e n t t i m e h a s e l : i p s e d f o r t h e 
o f f i c e r s t o g e t t o know s h o r e m a n a g e r s a s i n d i v i d u a l s a n d , 
a l t h o u g h c l o s e a n d f r i e n d l y r e l a t i o n s e x i s t b e t w e e n s e a a n d s h o r e 
s t a f f s , t h e o f f i c e r s a r e n o t y e t t o o s u r e a b o u t w h o w i l l a t t a c k 
a n d who w i l l d e f e n d t h e m i n t h e e v e n t o f a n a c c i d e n t , 
4 ) Gem o f f i c e r s s e c t h e i r c o m p a n y a s f i n a n c i a l l y s t r o n g a n d v e r y 
s e c u r e . P o l y c h e m o f f i c e r s r e a l i s e t h a t t h e i r c o m p a n y i s s t i l l 
p a s s i n g t h r o u g h i t s p i o n e e r i n g p h a s e . Gem o f f i c e r s do n o t b e l i e v e 
c o m m u n i c a t i o n s f r o m h e a d o f f i c e c o n c e r n i n g t h e f i n a n c i a l s t r a i t s 
o f t h e c o m p a n y a n d t h e n e e d t o e c o n o m i s e ; P o l y c h e m o f f i c e r s 
b e l i e v e s u c h c o m m u n i c a t i o n s . 
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I n h e a d - o f f i c e . 
S i m i l a r i t i e s . 
t ) I n b o t h c o m p a n i e s ^ o p e r a t i o n a l m a n a g e r s r e s p e c t t h e p r o f e s s i o n a l 
i.vm a n d c o m p e t e n c e o f t h e i r o f f i c e r s . 
2 ) I n b o t h c o m p a n i e s , a l l m a n a g e r s a r e c o n c e r n e d a b o u t c o s t c o n t r o l 
v ; i t h i n t h e a r e a s f o r w h i c h t h e y a r e r e s p o n s i b l e . 
3 ) I n b o t h c o m p a n i e s , t h e r e e x i s t m a n a g e r s who a r e c o n c e r n e d a b o u t 
t h e a b i l i t y o f t h e i r r e s p e c t i v e c o m p a n i e s t o r e c r u i t a n d r e t a i n 
s u f f i c i e n t p e o p l e o f t l i e r i g h t c a l i b r e . 
D i f f e r e n c e s . 
1 ) T h e s h e e r s i z e o f G e m , f o r c e s u p o n t h a t c o m p a n y a n o r g a n i z a t i o n a l 
s t r u c t u r e o f d e p a r t m e n t a l d i v i s i o n s . I t s s i z e p l u s I t s a g e r e s u l t 
i n Gem m a n i f e s t i n g m a n y o f t h e c h a r a c t e r i s t i c s o f t h e c l a s s i c a l 
b u r e a u c r a c y . 
T h e s m a l l s i z e o f P o l y c h e m , i t s s h o r t h i s t o r y , I t s p i o n e e r i n g 
n a t u r e a n d t h e f a c t t h a t i t w a s s t r u c t u r e d by men w i t h h i g h i d e a l s 
on t h e n e e d f o r p a r t i c i p a t i o n a t a l l l e v e l s r e s u l t i n P o l y c h e m 
m a n i f e s t i n g m a n y o r g a n i s m i c - a s o p p o s e d t o m c c ^ ^ a n i s t i c -
c h a r a c t e r i s t i c s . 
2 ) T h e g r e a t m a j o r i t y o f t h e s h o r e m a n a g e r s i n Gem h a v e s p e n t t h e i i * 
w i i o l e w o r k i n g l i v e s i n t h a t s a m e c o m p a n y ; i n P o l y c h e m , no m a n a g e r 
h a s b e e n i n t h e c o m p a n y f o r m o r e t h a n 3 y e a r s . Each P o l y c h e m 
manager* h a s b r c u g l i t w i t h h i m h i s own n o t i o n s o n t h e b e s t w a y t o 
r u n a s h i p p i n g c o m p a n y w h i l e i n Gem t h e s h o r e m a n a g e r s c o n f o r m 
t o a common c u l t u r e . 
3 ) I n Gem t h e r e a r e many m o r e m a n a g e r i a l l e v e l s t h a n t h e r e a r e i n 
P o l y c i i e m . 
4 ) I n G e m , t h e p e r s o n n e l m a n a g e r h a s l i t t l e i n f l u e n c e o v e r s h i p -
b o a r d w o r k i n g p r a c t i c e s ; i n P o l y c h e m , t h e p e r s o n n e l m a n a g e r p l a y s 
a n a c t i v e r o l e i n t h e d e s i g n a n d r e - a l l o c a t i o n o f s h i p b o a r d t a s k s , 
5 ) W i t h i n t h e Gem h e a d - o f f i c e a n d s t a f f l i e s a w e a l t h o f p r a c t i c a l 
e x p e r i e n c e a n d k n o w l e d g e o f t h e o p e r a t i o n a l a n d m a i n t e n a n c e 
r e q u i r e m e n t s o f t a n k e r s ; t h e P o l y c h e m s h o r e s t a f f a r e s t i l l 
l e a r n i n g a b o u t t h e c a r r i a g e o f c l \ e m i c a l s a n d a b o u t t h e o p e r a t i o n 
a n d m a i n t e n a n c e o f c h e m i c a l s h i p s . Geia s h o r e s t a f f d e s i g n e d 
p r a c t i c a l l y a l l o f ti^e Gem s h i p s ; n o n e o f t h e p r e s e n t P o l y c h e m 
s h i p s w e r e d e s i g n e d by P o l y c h e m p e o p l e . 
6 ) Gem i s l a r g e e n o u g h t o be a b l e t o o f f e r i t s s h o r e m a n a g e r s b o t h 
s p e c i a l i s t a n d g e n e r a l i s t c a r e e r p a t h s ; P o l y c h e m c a n o n l y o f f e r 
g e n e r a l i s t c a r e e r p a t h s , 
7 ) Gem s h o r e s t a f f a r e c o m i n g u n d e r p r e s s u r e f r o m h i g h p e r f o r m i n g 
s e n i o r o f f i c e r s t o t r a n s f e r d i r e c t c o n t r o l o f c e r t a i n s u p p l y 
s e r v i c e s b a c k t o t h e s h i p s ; P o l y c h e m s h o r e s t a f f a r e u n d e r n o 
s u c h p r e s s u r e « a l l i n P o l y c h e m w a n t t o t r y a n d t e s t o u t t i \ e 
p r e s e n t s t r u c t u r e b e f o r e d e m a n d i n g f u r t h e r c h a n g e . 
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If 
in most orgp.ni;'.;ition.s. thcie nrc diffcrtTiccs of ojiinion to how tin: or^nni/i.ii ion should be run, ot 
hc»A people shnulH conil\ici xlicmsclvcs, FolSowiRg are a number of SLai.cmeius concerning these matters. 
You are askccJ lo ^ivc yoiif own per:;onuI opinion about each. 
Speci f ical ly , this is what you are asked to do. Examine each statement and using the hey provided be-
low, decide on riie extent to which y<in a^ -^ iree or disagree with the statement. Then blacken the space 
under :he appropriate symbol, on die line next to :h:it statement. 
Please look at the example below. Suppose that you stroMj;lv disagree with the statement "Safety rules 
are made to be broken." i-'irst, you would noLice that SO stands for Str(>n;;ly Disagree on the key. Then, 
you would blacken the space under SH on t!ie line next to the statement. Notice ihni this has been 
done for you. 
S T' 
Exomplo; 
Safelv rule:; are made to be broken... 
SA U I) SD 
Key: SA - Strongly Agroe 
A — Agree 
U - Undecided 
P — Pfsanroc 
SD - Strongly Disogrce 
^'ou may find yourself agreeing; stronpjy with some of the statements and Jisa^reein/^ jus : as strongly 
with others. In each instance, blacken the space under :he syrr.bol that comes c losest to leptesentir.g 
your own opinion. V/herhcr you agree cr disagree witii a particular statement, you can be sure that many 
other people feel the same way you du. Be sure to rnake one choice for every statement. Do not skip 
any statemcnis. .\ow, go ahead. 
1, P.eople at higher levels aic in the best position to 
make imj-ortant decisions for people below them . 
2. Kelai ionships within an organizarion should be b:jsed 






3. In dealing with others, rules and regulations should 
he followed exactly 
4. A person's expression of feeling about his organization 
should conform to those of his fellows 
I . A person's first real loyalty within the organisation 
is to his superior 
6. Formality, based on rank o: position, should be 
mainiaincd by members of an organii*.a:ion . . . 
7. A person should avoid trying any action that might 
be subject to criticism , 
8, Outsiders who complain about an organization arc 
usually either ignorant of the facts or misinformed 
9. In a good organization, a person's future career 















P l e a s e turn ihc ]^ a';<.- and go on. 
C O P Y R I G H T c) 19f 
P R I N T E i O i r J U . S . A . 
a y L t O N A R D V . G O K O O n 
A L L R I G H T S f l E S E R V C D 
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Key: S A — Strongly Agree 
A " Agree 
U - Undecided 
D - Disagree 
S D - Strongly Dibogrce 
10. A person should chink of himself ns a member of 
the organization f irst , and an individual s e c o n d . 
SA A U D 5D 
11. People are better off when the orgnniiiation provides 
a complete set of rules co be followed 
SA A U D SD 
12. V.'irhin an organization, it is un^'ise co quest ion 
v / e i l - c s tab l i shcd u-ays of doing things 
SA A U D SD 
13. A superior should expect subordinates to carry 
out his orders without question or deviat ion . . 
SA A U D SD 
14, Within die organization, it is b»uter to maintain 
formal re lat ionships with other people 
SA A U D SD 
15. 'J'here is rea l ly no p lace in a small organizat ional 
unic for the nonconformist 
16. P i n s , written conimcndations, ceremonies , e tc . 
are a i l s igns of a good organization 
SA A U D SD 
17. T h e most important part of a superior's job i: 
to see to it th;it regulations are followed . . 
SA A I) D SD 
18. In general , a person's ran!v or level siiould 
determine iiis re lat ionships toward other people 
A A U D SD 
19. Job secur i ty is best obtained by learning and 
following standard work procedures 
S A A U D SO 
20. A person should defend the act ions of his organizat ion 
against any cr i t i c i sm by outsiders 
SA A U D SD 
21. A person should do things in the exact manner. 
that he thinks his superior wi shes them to be done 
SA A U D SD 
22. W'ithin an organization, a person should think of 
himself a s a part in a smooth running machine . . 
SA A U D SD 
23. It is better to have a complete set of rules than 
to have to decide things for onese l f 
2'i. Length of s erv ice in an organization should be given 
almost as much recognition as level of performance 
S A A U D SD 
SA A U D SD 
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